ARROWHEAD LIBRARY SYSTEM
Board Meeting
In Person: ALS/Milton Public Library - 430 E High Street, Milton
Or
GoToMeeting Link: https://global.gotomeeting.com/join/710683725
or to join by phone, dial:
+1 (872) 240-3311 Access Code: 710-683-725
July 13, 2022
6:00 pm

1. Callto Order
2. Approval of Agenda
3. Approval of Minutes
4. Approval of Expenditures
5. Citizen Participation, Communication and Announcements
6. Unfinished Business
a. Shared System — SHARE Update
b. 2022/2023 Budget
c. Public Library System Redesign Project
d. Librarians’ Report — Sarah Strunz
e. ALS Covid-19 Update
f. Merger exploration update
7. New Business

a. Approval of Library System Merger.
b. Merger transition strategy (possible action)
c. 2023 staff wages

d. Approval of 2023 Arrowhead LS Charter
8. Communications
9. Adjourn

There may be a quorum of the Joint Merger Exploration Committee present, but no business will be conducted on behalf of the Committee.

The undersigned, as the designee of the presiding officer of the above governmental body, certify that | emailed a copy of this document to the Rock
County Courthouse, Administration office for posting on the Rock County website@ www.co.rock.wi.us on 7/7/2022.



Anita Schultz — Arrowhead Library System



ARROWHEAD LIBRARY SYSTEM BOARD MEETING
Milton Public Library
June 8", 2022

ALS Board Vice President Annette Smith called the meeting to order at 6:00 p.m.
Present were Bill Wilson, Stephen Brace, Chris Cullen, Jose Carrillo (via

GoToMeeting), Charles Teval (via GoToMeeting) and Steven Platteter.

The Agenda was moved approved by Stephen Brace. Chris Cullen seconded, and
the motion carried unanimously.

The May 2022 minutes were moved approved by Bill Wilson. Stephen Brace
seconded, and the motion carried unanimously.

Expenditures were approved on a motion by Bill Wilson with Stephen Brace
seconding. The motion carried unanimously.

Citizen participation, communication, or announcements:

Unfinished Business

a. Shared System —SHARE Update: Platteter discussed the WorkFlows ILS Client
upgrade the previous night, he also mentioned that the SHAREanywhere App

should be available later in June.

b. 2022 Budget: Platteter mentioned that the 2023 budget season has started,
merger vote on June 27" will play a major role in how he will proceed.

c. Public Library System Redesign Project:

d. Librarians’ Report:

e. ALS Covid-19: The July meeting will be a hybrid meeting held at Milton PL
f. Merger exploration update: Committee members Annette Smith and Bill

Wilson discussed the 61 meeting of the Joint Merger Exploration Committee
which was held virtually on June 6™,



New Business

a. Consider Chris Cullen to the ALS Board: Bill Wilson moved to approve the
appointment of Chris Cullen to the ALS Board, Jose Carrillo seconded. The motion
carried unanimously.

b. Consider Stephen Brace to the ALS Board: Bill Wilson moved to approve the
appointment of Stephen Brace to the ALS Board, Annette Smith seconded. The

motion carried unanimously.

c. Officer changes to the ALS Board: Stephen Brace moved Annette Smith to
President of the ALS Board, Eloise Eager to Vice President. Chris Cullen seconded
and the motion carried unanimously.

Communications:

Jose Carrillo moved to adjourn. Bill Wilson seconded, and the motion carried
unanimously. The meeting ended at 6:50 p.m.

Respectfully submitted,
Steven Platteter, Acting Secretary

NOT OFFICIAL UNTIL APPROVED BY COMMITTEE



COMMITTEE APPROVAL REPORT

06/30/2022

Rock County

Account Number Account Name Inv Date Vendor Name Inv/Enc Amt
00-0000-0021-23990  DUE OTHER LIBR.

06/22/2022 BELOIT PUBLIC LIBRARY 1,993.50

06/22/2022 CLINTON PUBLIC LIBRARY 171.00

06/22/2022 EAGER FREE PUBLIC LIBRARY 237.50

06/22/2022 EDGERTON PUBLIC LIBRARY 4.50

06/22/2022 HEDBERG PUBLIC LIBRARY 8,046.00

06/22/2022 MILTON PUBLIC LIBRARY 152.50

06/22/2022 ORFORDVILLE PUBLIC LIBRARY 2.00

Budget YTD Exp YTD Enc Pending Closing Balance

0.00 (10,607.86) 0.00 10,607.00 0.86

STL-LIBRARY PROG TOTAL 10,607.00

| have examined the preceding bills and encumbrances in the total amount of ~ $10,607.00

Claims covering the items are proper and have been previously funded. These items are to be treated as follows:
A. Bills and encumbrances over $10,000 referred to the Finance Committee and County Board.

B. Bills under $10,000 to be paid.

C. Encumbrances under $10,000 to be paid upon acceptance by the Department Head.

Date:

COMMITTEE: LB - BALANCE SHEET

Dept Head

Committee Chair

Page: 1



06/30/2022

Rock County COMMITTEE APPROVAL REPORT
Account Number Account Name Inv Date Vendor Name Inv/Enc Amt
51-5000-0000-62119  Other Services
05/31/2022 KOENE COURIER SERVICE LLC 2,885.00
Budget YTD Exp YTD Enc Pending Closing Balance
269,076.00 177,866.74 0.00 2,885.00 88,324.26
51-5000-0000-62410 R&M-Vehicles
06/17/2022 BURTNESS CHEVROLET INC 72.48
Budget YTD Exp YTD Enc Pending Closing Balance
10,000.00 5,930.05 0.00 72.48 3,997.47
51-5000-0000-62420 Mach/Equp R&M
05/31/2022 LAKESHORES LIBRARY SYSTEM 36.17
Budget YTD Exp YTD Enc Pending Closing Balance
100.00 0.00 0.00 36.17 63.83
51-5000-0000-63101 Postage
06/01/2022 ARROWHEAD LIBRARY PETTY CASH 22.48
Budget YTD Exp YTD Enc Pending Closing Balance
1,000.00 83.12 0.00 22.48 894 .40
51-5000-0000-63108  Public Inf
06/14/2022 CDW GOVERNMENT INC 980.08
06/14/2022 ROCK COUNTY SENIOR FAIR 170.00
06/12/2022 ANDERSON, TOVAH 12.83
Budget YTD Exp YTD Enc Pending Closing Balance
5,000.00 0.00 0.00 1,162.91 3,837.09
51-5000-0000-63200  Pubs/Subs/Dues
06/06/2022 ANDERSON, TOVAH 151.00
Budget YTD Exp YTD Enc Pending Closing Balance
1,300.00 446.68 0.00 151.00 702.32
51-5000-0000-64201 Convention Exp
06/23/2022 ANDERSON, TOVAH 475.00
Budget YTD Exp YTD Enc Pending Closing Balance
4,000.00 287.48 0.00 475.00 3,237.52
51-5000-0000-64309  Instersystem
02/09/2022 LAKESHORES LIBRARY SYSTEM 8,314.00
Budget YTD Exp YTD Enc Pending Closing Balance
81,828.00 73,513.94 0.00 8,314.00 0.06
51-5000-0000-65321 Building Lease
08/01/2022 CITY OF MILTON 1,166.67
Budget YTD Exp YTD Enc Pending Closing Balance
14,000.00 8,166.69 0.00 1,166.67 4,666.64
COMMITTEE: LB - ARROWHEAD LIBRARY SYSTEM Page: 2



Rock County COMMITTEE APPROVAL REPORT 06/30/2022

Account Number Account Name Inv Date Vendor Name Inv/Enc Amt

Arrowhead Library System PROG TOTAL 14,285.71

| have examined the preceding bills and encumbrances in the total amount of ~ $14,285.71

Claims covering the items are proper and have been previously funded. These items are to be treated as follows:
A. Bills and encumbrances over $10,000 referred to the Finance Committee and County Board.
B. Bills under $10,000 to be paid.

C. Encumbrances under $10,000 to be paid upon acceptance by the Department Head.

Date: Dept Head

Committee Chair

COMMITTEE: LB - ARROWHEAD LIBRARY SYSTEM Page: 3



Rock County COMMITTEE APPROVAL REPORT 06/30/2022

Account Number Account Name Inv Date Vendor Name Inv/IEnc Amt

REPORT COMPLETE!

For Job Numbers: 2353251

COMMITTEE: LB - ARROWHEAD LIBRARY SYSTEM Page: 4



Rock County - Production
Budget to Actual Figures

Fiscal Year: 2022 As of: 07/05/2022 Budget: RV
Org Key Title
5150000000 Arrowhead Library System
Object Description Budget Actual Encumbrance Balance
REVENUE
42200 State Aid 540,857.00 540,857.00 0.00 0.00
44120 Miscellaneous Fees 3,438.00 3,434.75 0.00 (3.25)
45504 Intergov-Other Libraries 284,448.00 284,448.18 0.00 0.18
46000 Contributions 2,000.00 2,000.00 0.00 0.00
46400 Fund Balance 40,000.00 0.00 0.00 (40,000.00)
Total Revenue 870,743.00 830,739.93 0.00 ($40,003.07)
EXPENSE
61100 Regular Wages 189,492.00 83,087.20 0.00 106,404.80
61300 Per Diems 1,800.00 600.00 0.00 1,200.00
61400 FICA 14,496.00 6,218.82 0.00 8,277.18
61510 Retirement 10,514.00 4,583.90 0.00 5,930.10
61610 Health Insurance Premium 47,560.00 0.00 0.00 47,560.00
61620 Dental Insurance 1,334.00 1,164.80 0.00 169.20
61630 Life Insurance 180.00 82.82 0.00 97.18
62119 Other Contracted Services 269,076.00 180,751.74 0.00 88,324.26
62130 Audit Fees 2,000.00 0.00 0.00 2,000.00
62210 Telephone 2,000.00 696.12 0.00 1,303.88
62410 Repair & Maintenance-Vehicles 10,000.00 6,002.53 0.00 3,997.47
62420 Machinery/Equip R & M 100.00 36.17 0.00 63.83
63100 Office Supplies & Misc Expense 1,500.00 491.03 0.00 1,008.97
63101 Postage 1,000.00 105.60 0.00 894.40
63104 Printing & Duplicating 6,000.00 1,579.73 0.00 4,420.27
63108 Public Information 5,000.00 1,162.91 0.00 3,837.09
63200 Publications/Subscriptions/Due 1,300.00 597.68 0.00 702.32
63300 Travel 3,000.00 106.45 0.00 2,893.55
64200 Training Expense 4,000.00 230.00 0.00 3,770.00
64201 Convention Expense 4,000.00 762.48 0.00 3,237.52
64214 ILS Costs 197,891.00 189,191.85 0.00 8,699.15
64303 Extension Materials 4,000.00 323.20 0.00 3,676.80
64306 Resource Libraries 40,000.00 40,000.00 0.00 0.00
64307 Participating Libraries 1,238,125.00 1,238,124.98 0.00 0.02
64309 Intersystem Agreement 81,828.00 81,827.94 0.00 0.06
64904 Sundry Expense 1,000.00 0.00 0.00 1,000.00
64918 Marketing & Promotion 300.00 0.00 0.00 300.00
65101 Insurance on Buildings 6,000.00 5,886.00 0.00 114.00
65321 Building Lease 14,000.00 9,333.36 0.00 4,666.64
67199 Miscellanecus Equipment 35,000.00 0.00 0.00 35,000.00
Total Expense 2,192,496.00 1,852,947.31 0.00 339,548.69
County Share (Revenue - Expense) (1,321,753.00)  (1,022,207.38) 0.00 (299,545.62)
Grand Total Revenue 870,743.00 830,739.93 0.00 (40,003.07)
User ID: SCHULTZA - Anita Schultz Page: 1 Current Date: 07/05/2022

Report ID: GLIQ_BA1000_RC - BA1000_RC: Budget to Actual Figu

Current Time: 08:39:01



Rock County - Production
Budget to Actual Figures

Fiscal Year: 2022 As of: 07/05/2022 Budget: RV
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Executive Summary

Overview

After careful consideration, the Arrowhead Library System (ALS) and Lakeshores Library System
(LLS) Joint Merger Exploration Committee has voted to recommend a joint system merger that
will create a new system, made up of the libraries of Racine, Rock, and Walworth Counties. This
merger will benefit the member libraries and the public they serve. This merger will also enhance
intergovernmental and cross-county cooperation in the region. The Committee asks the existing
system boards to approve the merger of Arrowhead and Lakeshores library systems and each
county to approve the merger through a formal resolution.

The Issue

Library Systems are important parts of the public library ecosystem in Wisconsin. Systems and
their member libraries rely on cooperative agreements and resource sharing to reduce
duplication of services, increase buying power, and share costs. However, there are costs to
maintaining a healthy system, including those related to staff, space, and resources. In the past
decades, technology and process advancements, coupled with evolving library needs, has made
library system merger an increasingly attractive way to address service capacity issues.

Both library systems engaged member libraries prior to the start of the merger exploration
process; ALS completed a strategic planning process and LLS surveyed its members to
understand and respond to library needs as well as to gauge interest in merger exploration. Both
systems learned that member libraries desired more services than could be provided by each
system’s current staff and with current resources. Member libraries were supportive of the idea of
merger exploration as a way of expanding capacity and service offerings. The outcomes of this
engagement were directly tied to the Committee’s creation.

ALS and LLS have a strong history of working together. Exploratory work began in 2016 to
evaluate ALS’ entry into a shared library automation software platform administered by LLS. This
process culminated in a successful migration of the ALS member libraries to the automation
system in 2018. As a result, libraries saw reduced costs, and residents of Racine, Rock, and
Walworth counties have access to a larger pool of library resources. Between 2018 and 2020,
support contracts were initiated between the two systems to provide local IT support to the
member libraries of ALS. This project reduced local IT costs for the member libraries of ALS. In
2020, a contract was initiated to provide LLS member libraries with marketing and public
relations support by ALS staff, which provided the LLS member libraries with a previously
unavailable service. Throughout this entire period, ALS and LLS have collaborated on numerous
Federal and State grant projects to the benefit of the combined member libraries of the two
systems - regardless of system affiliation.



The two systems have reached their collective capacity to work together as separate entities.
Each system has its own board, administration, member library committees and communication
channels. Any shared decisions must run through duplicative governance and administrative
structures. Thus, a Joint Merger Exploration Committee was formed to evaluate a system merger,
and then plan and execute the process up to the point of implementation. To that end, the
committee engaged in healthy discourse with all stakeholders to ensure the process was
well-researched, transparent, and well-communicated.

Involvement of Stakeholders

The Joint Merger Exploration Committee is made up of board members from each system as well
as library directors that represent libraries of varying size in order to ensure that a variety of
perspectives were represented in the process. A committee email account, a merger exploration
page on the Lakeshores Library System website, where meeting materials were publicly
available, and project blog ensured transparency and clear communication with stakeholders..
Finally, the merger exploration process was discussed at various regular system meetings,
including director meetings and system board meetings.

In the first phase of the exploration process, the Committee shared a questionnaire with the staff
and board members of member libraries and both systems asking for their views on what should
be gained through a potential merger and what questions or issues should be considered as part
of the merger exploration process. The Committee received 43 responses and the information
gathered was instrumental in forming the principles and priorities of the Committee and the
process.

Overview of Benefits
There are numerous benefits to a merger including:
e Streamlined decision-making, reduced administrative overhead, and fewer meetings.
e Reduction in operating expenditures achieved through a phased consolidation of physical
assets, such as office space.
e Asingle, integrated staff with complementary areas of expertise.
e Enhanced options for leveraging planned retirements, retaining additional staff, and
providing member libraries with access to previously unavailable services.
A larger pool of member library experts to engage in collaborative problem-solving.
e Reduction in expenditures, increases in efficiency, or both, resulting from a consolidation
of library materials delivery services starting in year 2.
e Establishment of a blueprint for similar intergovernmental cooperation elsewhere in
Wisconsin.
e Assurance that existing collaborative efforts remain viable and sustainable, regardless of
changes in staff and leadership.



Conclusion

After careful consideration, the Committee voted 7-1 on June 27th, 2022 to accept the updated
recommendation report as presented with noted minor editing changes and that the committee
move ahead with a vote on recommending merger between Arrowhead Library System and
Lakeshores Library System.



Recommendation Report
from the
Joint Merger Exploration Committee

Arrowhead Library System and Lakeshores Library System

Plan document prepared by:
WILS
June 2022

wiLs
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About Public Library Systems

Overview of Systems
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Public Library Systems in Wisconsin exist in order
to broaden the reach of resources and services
across member libraries and the communities they
serve. Systems and their member libraries rely on
cooperative agreements and resource sharing to
reduce duplication of services, increase buying
power, and share costs.

Public libraries and systems are regulated to some
extent by the state under Chapter 43. For the most
part, these statutes exist to provide a minimum
definition and standard of what a library is and
how it is governed. In terms of library systems, it
defines what minimum services must be provided.
Library systems and the statutes governing them
were developed in the early 1970s. The first four
library systems were established under the new

law in 1973. In 1981, Kenosha and Waukesha County Federated library systems were the
Ibridappenast of 17 systems to be created. Since then, two changes have been made to the
system footprint, both in 2016. Waukesha County and Jefferson County formed the Bridges
Library System and the Monarch Library System arose from the merger of Eastern Shores Library

System and Mid-Wisconsin Library System.

In order to be in compliance with state law, a system must provide/maintain:
e Written member agreements with all libraries

Resource sharing and delivery

Consulting services

correctional institutions)

Back-up reference, information, and interlibrary loan services from system resource library
Service agreements with adjacent library system

Cooperation with other types of libraries in the system area (academic, school, private,

e Written technology and resource sharing plans submitted to Department of Public

Instruction (DPI)

e Additionally, a system can spend no more than 20% of state aid on administrative costs.

Systems can certainly provide more than the statutorily required services, and in fact, many
systems do so in response to member needs. These services may include, marketing and library
promotion, data management of the Integrated Library System (ILS), otherwise known as the



shared catalog, Information Technology (IT) services such as network support, the convening of
meetings and development of relationships across and among member libraries, and other
services as determined by the system board in consultation with participating libraries.

Understanding System Funding

It is helpful to understand that by and large counties do not provide direct operational funding
support to public library systems. Any monies that do flow from counties to library systems are
typically for county resident library usage reimbursements triggered by state statute. Counties
are required by state statute to reimburse public libraries for usage by their county residents who
live in a municipality that does not maintain a public library. These communities are sometimes
referred to as non-libraried. A library tax is levied to county residents, calculated on the previous
year's library usage by that specific population. State statute requires a county to reimburse
libraries, both within their county and in adjacent counties, for non-libraried resident usage at a
rate of at least 70% of the cost to provide library services.

Public Library Systems receive the mainstay of their funding through state aid appropriations. The
state legislature appropriates system aid from the state’s Universal Service Fund (assessments
placed on telecommunications providers), not from General Purpose Revenue (sales and income
tax). Any efficiencies gained or improved return on investment brought about by a potential
ALS/LLS merger relates directly to the spending of state aid by public library systems and will
not impact county reimbursements for library use.

For more information, see FAQ about County Library Funding and State Funding for Libraries -

the Universal Service Fund.

Process Background and Overview

History of Merger Exploration

In 2016, The Arrowhead Library System (ALS) ILS Exploration Committee, a committee of the ALS
Directors, was charged to work together to identify and review possible ILS upgrade options for
the Arrowhead Library System. The Committee was responsible for:
e Investigating and reviewing all ILS upgrade options including possible ILS mergers with
neighboring systems.
e FEvaluating and rating all potential options.
e Presenting findings and recommendations to the ALS Directors.

After considering several options, including the purchase of stand-alone options and merger with
existing ILS systems, the ILS Committee unanimously recommended to the Arrowhead Library
System Directors that the Arrowhead Library System pursue an ILS merger with the Lakeshores
Library System’s SHARE. This ILS merger, typically one of the most difficult steps to accomplish in



any system merger process, was successfully completed through the work of a migration
committee in 2018.

In 2020, the Arrowhead Library System staff and Board undertook a strategic planning process to
guide service decisions that brought together representatives from all member libraries. The plan
had three overarching goals, one of which was to develop an exploration process for system
merger (see Appendix A ALS strategic plan). ALS recognized that it has limited resources and
could face funding decreases in the future and in order to allow for both a continuation of
existing successful services and additional services identified in the planning process, merger
was one solution to be explored. They also recognized that the process would need to be done
carefully and thoughtfully and it must critically consider the benefits and disadvantages for the
system and its members.

ALS contracted with WILS later that year to commence an exploration process and had begun the
work. However, Lakeshore Library System had recently completed a member survey to
understand member library needs and potentially begin a strategic planning process (see
Appendix B for LLS Member Survey and Informational Report). The survey, as well as system
conversations, made it rapidly clear that LLS was likely looking at a potential merger as well. The
two systems, already well-aligned through the shared ILS and other services, decided to combine
efforts and explore a merger between the two systems.

The exploration of merger was of particular interest to the Department of Public Instruction which
was (and continues to be) working to implement recommendations from the Wisconsin Public
Library System Redesign (PLSR) project, which was a multi-year process to consider new models
for how services are provided by public library systems to their member libraries. A main goal of
the project was to ensure all Wisconsin public libraries have the capacity to provide equitable
access to excellent library services regardless of the race, ethnicity, income, gender, or
employment status of the people they serve, or their location within the state. The process was
community-led and library and library system staff from all over the state participated.

Reduce the Number of Public Library Systems was one of seven recommendations identified in
the PLSR process. The articulated value proposition for this recommendation was:

e There is potential in some areas of the state that a reduction in the number of public
library systems will result in higher quality and more comprehensive services than smaller
public library systems are typically able to provide on their own.

e Voluntary changes in the territory have the strongest potential to preserve the structures
of trust and relationships that are prerequisites for the effective delivery of services to
member libraries.

In support of the PLSR recommendation, DPI, through a grant from the Library Services and
Technology Act (LSTA) program, provided support for this merger exploration process.



ALS / LLS Connections

ALS and LLS have a history of working successfully together. The systems have cooperative
contracts for communication and marketing, IT support, and most notably in their merged library
catalog called SHARE. The substantial work done through the ILS merger not only showed the
two systems compliment each other, it could potentially smooth the way for a full merger. Many of
the difficult decisions in a system merger are related to ILS issues and protocols and the two
systems were able to work through that process with relative ease.

Overview of the Joint Merger Exploration Committee

In August of 2021, the Boards of Trustees of the Arrowhead and Lakeshores Library Systems
each voted to embark on a journey to determine if the two library systems should merge, thus
forming a new regional library system that would serve the counties of Racine, Rock, and
Walworth. Acting jointly, the Boards of Trustees of each library system established a committee to
evaluate the merits of a system merger. The Joint Merger Exploration Committee consists of two
system trustees and two member library directors from each system, balanced-with respect to
library size and county affiliation. This committee was given the following tasks:

1. Produce a formal recommendation to both System Boards of Trustees regarding whether
a merger should be completed,;

2. Create a roadmap of activities that must occur in order for a merger to be successful, and;

3. Should a merger be recommended, create a menu of policy and procedural
recommendations to support a rapid “stand-up” of the new system during the period
immediately following its formal establishment.

Committee members through the process

Kirsten Almo Arrowhead Director, Small
Adam Dinnes* Arrowhead Trustee

Laurie Kant-Hull** Lakeshores Trustee

Bryan McCormick Arrowhead Director, Large
Miller, Bob** Lakeshores Trustee

Steve Ohs, Lakeshores Ex Officio
Steve Platteter Arrowhead Ex Officio

Joy Schnupp Lakeshores Director, Small
Annette Smith* Arrowhead Trustee

Gary Tilleros Lakeshores Trustee

Bill Wilson Arrowhead Trustee
Angela Zimmermann Lakeshores Director, Large

*Due to board term ending, Adam Dinnes was replaced by Annette Smith
*Bob Miller was named to the committee after the loss of Laurie Kant-Hull



Overview of the Process

WILS was chosen to provide third-party facilitation and management services for this process.
WILS (formally Wisconsin Library Services) is a non-profit membership organization that facilitates
collaborative projects and services.

There are three phases to the merger exploration process.

Phase I: Building a Shared Understanding and Process took place between December 2021 and
March 2022. It focused on the development of a shared understanding of the process and
expected outcomes and work included:
e The development of a shared understanding of system requirements, expectations, and
the decision-making process
e The development and approval of a process communication plan
The development and approval of shared principles for the process
e The start of an issues list, used for information gathering in Phase |l

The committee met in Phase | on December 15th {in-person), February 7th (virtual), and March 7th
{virtual).

Phase II: Information Gathering and Informed Decision-making occurred April 2022 through June
2022. This phase identified questions that needed answers prior to a decision as well as what is
better answered in the next phase, should the two systems merge to form a new system. Work
included:
e |[ssue list development and creation of steps to determine
o What needs to be learned
o Howitis learned
o Essential question for each issue, including if it needs to be figured out prior to
merger or can/should it be done with the new system in place, and
o Priority order of issues on list to help inform information gathering
e Information gathering for issue list
e Committee recommendations for issues on list

The committee met in Phase Il on April 4th (in-person), May 2nd (virtual), June 6th (virtual), and
June 26th (virtual).

At the end of this phase, the committee votes whether or not to recommend merger and
recommend implementation scenarios.



Guiding Principles

At the first Committee meeting, members completed an activity that identified shared principles to
guide the merger exploration process, as well as potential outcomes for a successful merger.
Through theming work, a list of outcomes became a streamlined list of criteria that the Committee
would use to determine merger viability. Those key principles were: Do no harm, Enhance
efficiency, Improve return on investment, and Improve services.

Issues Considered and Information Gathered

The Committee members developed an “Issues List,” which prioritized information and data
collection for decision-making. As part of this phase, the Committee, through the project
manager, administered a questionnaire to stakeholders (library directors, library staff, library
system staff, library board members, and library system board members) to solicit additional items
for the “Issues List.” Each response was reviewed by project managers and added to the growing
list of questions or issues needing to be addressed.

Each issue was considered through the Committee’s “value proposition,” and those that would
help the Committee understand if and how a merger is an opportunity to improve or expand
services, create efficiencies, or grow existing partnerships and strengths to improve services
became the underpinnings of the Committee’s decision-making process in the merger
exploration phase.

When an issue could not be tied back clearly to the value proposition, it was tracked in one of
three lists: recommendation topics for phase 3 Committee work, administrative actions in support
of merger implementation prior to “go live”, or tasks for a new system board and administration
after “go live”. The Committee attempted to account for all unique issues in this way (see
Appendix C for final copy of the Issues List).

There were many important issues raised by process stakeholders, and some, due to order of
operations and timing, were not part of the decision making phase. They are, however,
represented in the next steps of the merger process.



Each priority issue became an issue paper with data and information for the Committee to review
in preparation for their recommendation vote. The prioritized issues, tied to at least one principle

of the value proposition, are in the following table:

Issue A: How does this system merger contribute to the greater good of public
library management in the state.

Improve services

Issue B: Can our study committee show evidence that with a merged system our
patrons could have improved access to materials?

Improve services

Issue C: How can we ensure equitable representation of all libraries,
communities, and counties in the new system? How will other member directors and

Improve services,

contracts with, such as SWLS, academic libraries, etc.

libraries' voices and/or concerns be heard? Build shared culture. dono harm
Issue D: How (if it does) will the relationship change between "SHARE" and
Kenosha Library system and other entities that ALS/LLS currently have Do no harm

Issue E: Cost(s) to be in the system / How might member library costs be
impacted?

Improve return on
investment

Issue F: How could existing system staff be mapped to a new, interim system
staffing model? How could a merged system have a staffing model that improves
member services?

Enhance efficiency,
Improve return on
investment,
Improve services

Issue F/G: Can our study committee show evidence that a merged system will
result in a more efficient use of staffing than is currently in place in our two
systems? This has been folded into issue paper E "How could existing system
staff be mapped to a new, interim staffing model?” and Issue F,
"Opportunities for More Efficient Use of Revenue (Internal/System Focused)"

Enhance efficiency,
Improve return on
investment

Issue G: Can our study committee show evidence that a merged system will be
more efficient in the use of revenue? any reduction in per patron cost?

Improve return on
investment

Issue H: What potential, one time costs are there to merge (ie IT infrastructure,
new signs, legal fees, contract changes, server space, moving costs, etc.)?

improve return on
investment

Issue I: IT Infrastructure: Is the current server capacity and location in the
Waterford Public Library of adequate size and the appropriate location if our
systems merge?

improve return on
investment

Issue J: What are potential risks of not merging?

Improve return on
investment
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Issue A: Impact on Statewide Library Services
May 4, 2022

Prepared by WiLS
Shared at the June 6 Committee Meeting

Brief explanation of the issue: The committee would like to understand how a system merger
might contribute to the greater good of public library management in the state.

Tie to Value Proposition: Do no harm; Enhance efficiency; Improve return on investment;
Improve Services.

Findings:
There has been substantial statewide interest in decreasing the number of systems through
merger or consolidation in order to enhance efficiency and provide more equitable service
across the state. This idea can be found in the following reports:
e “Creating More Effective Public Library Systems” (2013/System and Resource Library
Administrators Association of Wisconsin);
e “Lean System Study Work Group Recommendations” (2014/DPI Lean System Study Work
Group ); and
e “Strategic Vision for Library Systems in the 21st Century” (2015/Council on Library and

Network Development).

These various reports and findings led to the most recent and influential example of this, the Final
Recommendation Report from the Public Library System Redesign (PLSR) Steering Committee.
PLSR was a multi-year process that considered new models for how services are provided by
public library systems to their member libraries. It involved hundreds of stakeholders, from library
and system staff to board members and staff at other organizations and institutions. The final
report contained 7 recommendations from the Steering Committee, one of which was, “Reduce
the Number of Public Library Systems.” The Committee wrote, “Due to advancements in
technology and the evolving needs of libraries, a reduction in the number of regional public
library systems may help address service capacity issues.”

The Steering Committee also wrote:

e There is potential in some areas of the state that a reduction in the number of public
library systems will result in higher quality and more comprehensive services than smaller
public library systems are typically able to provide on their own.

e Voluntary changes in territory have the strongest potential to preserve the structures of
trust and relationships that are prerequisite for the effective delivery of services to
member libraries.
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Ben Miller, Director of the Library Services Team at the Division for Libraries and Technology
provided a letter (see Appendix D for the full text) for the Merger Committee articulating the state
agency'’s views on the impact of a merger between ALS and LLS, noting,

A successful merger between the Arrowhead and Lakeshores library systems will
create a win-win-win situation for multiple stakeholder groups. For systems and
system staff, it will result in a reduction in duplication of public library system
administration and service activities not already collaborated upon. For DLT, it will
fulfill an obligation to Wisconsin library stakeholders, who specified a reduction in
the total number of public library systems. And, most of all, for residents of Racine,
Rock, and Walworth counties, a successful merger will help to provide the best
service possible for all member libraries and library users.

Also of note, Chapter 43 of Wisconsin State Law, which governs public libraries and library
systems, changed in 1998 to apply a minimum population to system service. The statute currently
states, “no new system may be established unless it serves a population of at least 200,000.”
Previous to this, there was not a minimum population.

In parallel to a sustained interest in decreasing the number of library systems, there has been a
notable increase in cross and inter system collaborations opening the door for deeper
partnerships. Examples include continuing education partnerships, marketing collaborations,
shared system strategic planning processes, information technology services, and shared library
catalogs like SHARE. These collaborations may signal the first steps for other systems to consider
merger and these systems will look to examples of successful merger in preparation.

Conclusions:

There has been statewide interest in the reduction of library systems for nearly a decade. It has
been seen as a viable method to enhance efficiency and provide more equitable service to
public libraries across the state. The state agency, DPI, that oversees public libraries and library
systems supports library system merger that occurs voluntarily and organically and sees a
successful merger of ALS/LLS as a roadmap for other systems to follow.

See also:
e Public Library System Redesign Project
e Chapter 43 of Wisconsin State Statute
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Issue B: Opportunities or Potential for Improved Access to
Materials

April 18, 2022
Prepared by WILS with information supplied by the staff of ALS and LLS
Shared at the May 2 Committee meeting

Brief explanation of the issue: The Committee wants to understand how a merger of the two
systems might result in (further) improvements to patron access to materials.

Tie to Value Proposition: Improves services
Findings
SHARE has already resulted in several improvements in patron access to materials including:

Inter-Linked Library Collections

Beginning in 2015, the member libraries of two additional library systems (Arrowhead Library
System and Kenosha County Library System) joined the instance of library automation software
that is operated and maintained by LLS. This resulted in the formation of a voluntary consortium
of interlinked library collections called “SHARE”, The practical results of this activity are that:

e Any resident of the four-county area served by SHARE may find, identify, and select any
book, DVD or other library material regardless of its physical location, and place a request
on the title. This resulted in an increase from 750,000 items in ALS’ RockCat to 2.15 Million
items in SHARE and removed the need for ILL requests for these materials;

e The commonly-shared automation platform prioritizes which copy of the requested title is
selected to fill the request based on proximity to the home library of the patron and
shortest estimated time in transit;

e The annual number of materials needed from outside of the library system (which often
require a longer wait-time) has been significantly reduced;

e “Power user” type patrons have the ability to self-initiate interlibrary loan requests for rare
items that are only available outside of the SHARE territory, and these requests are
integrated into normal staff work flows, further reducing the amount of specialist staff time
that is required to manage interlibrary loan requests, and;

e SHARE offers more robust search features and enhanced account management tools
than ALS’ RockCat, improving the user experience for patrons.

Interconnected Delivery Courier Networks
In tandem with the regional coordination afforded by the use of a common automation platform,
the library systems participating in SHARE have worked to inter-link the three separate delivery
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networks that serve the respective systems. This means that requested items can be transited
between the furthest reaches of the territory served by SHARE without having to go through the
longer process of the supplementary statewide delivery service operated by the South Central
Library System.

Enhanced Cooperative Purchasing Model

Over the last several years, the participants of SHARE have begun to purchase a number of
electronic resources on a cooperative basis. The practical result of this activity is that any patron
in the SHARE service area now has access to LinkedIn Learning {multifaceted training resources
for work and leisure), CreativeBug (a source of curated activities related to upcycling and
crafting), and Brainfuse (a resource for homework help in the context of public and private

education).

Technology Improvements

For all practical purposes, the ALS and LLS IT departments have been merged since 2019 with
the member libraries of both systems integrated into a single Wide Area Network (WAN)
administered by the LLS Tech team. In 2020, ALS & LLS collaborated in a joint RFID project that
was able to get the major collections of the ALS member libraries tagged, combined with an
upgraded RFID sorter at the SHARE delivery hub at Racine PL has greatly increased sorting
efficiency providing patrons with faster delivery of materials.

New Opportunities for Improved Access to Materials include:

Greater Parity
Currently both systems offer e-content purchased cooperatively through SHARE but also content

purchased individually by system or by library. A merger could allow a more consistent offering to
patrons. The member library cohorts of ALS and LLS currently do some cooperative purchasing
themselves. For example, the LLS member libraries subscribe cooperatively to the Ancestry.com
Library Edition product, while the ALS member libraries do not. A merger of the two systems will
present an opportunity to generate greater parity for the combined group of libraries through an
“add-only” approach. As an example, the ALS member libraries would obtain access to
Ancestry.com. Conversely, the LLS member libraries would obtain access to resources that are
currently only subscribed to by the ALS member libraries (Example: the Transparent Languages
learning platform).

OverDrive Advantage Accounts

Both ALS and LLS currently manage OverDrive Advantage accounts separately. OverDrive
Advantage is a program that allows each library system to provide local funding for additional
copies of OverDrive titles to address local demand preferences. A system merger would
consolidate the OverDrive Advantage accounts of the two systems into a single account, thereby
reducing the net amount of system management time required to administer this service. There
would also be an opportunity for the new system to utilize funding offset from other areas to put
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toward additional content thereby increasing the number of OverDrive title copies available for
borrowing to the residents of the system area (i.e there could be more money to go toward
addressing hold queues within the expanded advantage account).

Other E-Resource Funding Opportunities Derived from Funding Offsets
Consolidation of system services in the first 1-3 years of a merged system’s existence will more
than likely free-up operating funds, through an increased economy of scale and more efficient
use of increased state aid, that can add to more e-content funding possibilities. Depending on
the priorities of member libraries, the system would have the opportunity to put funding
generated by offsets to a number of different uses - one of which being to directly fund new
electronic resources, or take-on some of the e-resource expenses that were previously funded
by the members. Both scenarios would enhance the collective offering of e-resources to library
patrons in the system area. Examples of resource could include:
e Music streaming services
e System-wide access to magazines (to include more popular titles not included in
Wisconsin’s Digital Library)
o System-wide access to Ancestry
e Movie Licensing
Virtual meeting/conference subscriptions

Improved Marketing

A newly merged system, with dedicated marketing staff, would have an opportunity to improve
effective and consistent marketing of e-content and other materials. The newly merged system
could examine who is not using the library and its offerings, why aren’t they, and what are
common ways the system and members can use to reach them? Additionally, dedicated
marketing support at the system could help identify partnerships and community needs that
would improve awareness of library holdings and services, offer training on digital offerings and
possibly improve outreach and advocacy efforts overall.

Future Data to Consider

It can be challenging to predict exactly where patron access to material will take place, but there
are logical data points to track to gauge success and learn valuable lessons. Indeed, local library
decisions are a massive influencing factor on measurement of service output and/or quality. In
any library system, the member libraries are the entities that provide direct service to the public.
Local library boards set service priorities and policies, and it is not the role of the library system to
do that. For this reason, measuring service output among a group of libraries in a way that is
“apples to apples” can be a challenge. There are some metrics such as physical and electronic
usage, expenditures, etc. (reported to DPI on an annual basis) that can be used, but all of these
data elements must be considered along with the understanding that libraries do not serve their
communities in exactly the same ways. Local budget pressures also exert a significant influence
on what libraries are able to do with respect to collection and staff, number of programs they
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offer, etc. It is also notable that the COVID pandemic has significantly complicated efforts to
compare any data, due to profound effects on patron behavior and library closures in the early
days of the pandemic.

That said, there are a number of metrics that could be examined over time to identify trends or
outcomes. In each case, due to the variance of local library priorities and policies, data may be
better considered library by library, not in the aggregate:

e Gate counts. Most libraries utilize some sort of device to automatically log patrons in the
door. These could be examined for trends.

e New patron registrations over time. Annual new patron registrations could be examined
over the first few years post-merger, perhaps also compared against pre-merger levels.

e Number of library marketing products delivered. In the case of the LLS member libraries,
Marketing and Public Relations is a service they have not historically had good access to
via the system. This service area could be compared pre and post-merger as a way to
evaluate the extent to which a new service is introduced as a result of a system merger.

e State aid dollars spent by the system for administrative purposes. This area of operating
expenses could be compared pre- and post-merger.

Conclusion:

SHARE has already improved access to materials in significant ways and has, importantly, shown
both systems pathways for future improvements should a merger occur. Several of the potential
methods for increasing access depend upon member library priorities for operating funds derived
from offsets gained in a merger process and thus should be determined in an early strategic
planning process.
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Issue C: Equitable representation of all stakeholders in the process
March 25, 2022

Prepared by WILS
Shared at the April 4 Committee Meeting

Brief explanation of the issue: The committee wants to ensure that communication is transparent
and inclusive of all stakeholders in the merger decision process. To that end, the committee
adopted a communication plan to ensure widely distributed information. Additionally, there were
several touch points throughout the process to gain insights from all stakeholders.

Tie to Value Proposition: Improve Services, Do No Harm

Findings:

e WILS designed a communication plan ( See Appendix E) that was adopted by the Joint
Merger Exploration committee in December 2021.

e A process introduction email was drafted by WILS and distributed to stakeholders By ALS
and LLS system directors.

e Stakeholders were surveyed in February 2022 to gather perceived benefits and
challenges to the merger. All responses (See Appendix F) were integrated into the
ongoing issues consideration list, committee recommendations, or an actions list for the

new system board and staff.

e Currently, both systems operate with a one library/one vote practice in place.

e There has been expressed concern from various stakeholders on developing and
maintaining strong system staff and member library culture.

e Equitable representation relies upon multiple communication channels to ensure
widespread understanding and dissemination of information across various stakeholder
audiences.

Conclusions:
The process has and will continue to be inclusive and involve an equitable representation of all
stakeholders in the merger process.

Recommendations to ensure continued inclusivity include:

e The new system board should engage in a comprehensive strategic planning process in
2023 that involves community conversations, surveys, or other feedback mechanisms to
solicit input from across the new system.

e The new system board should develop a communication plan that outlines the process for
continued feedback from member libraries and board members beyond the strategic
planning process.

e The new system board should consider Committee recommendations for a Librarian
Advisory Group and a new system board composition.
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Issue D: Library System Merger Impact Statement Regarding
System Contracts

Originally prepared on March 14, 2022 by Steve Ohs
Edited April 13, 2022 by Steve Ohs
Shared at the April 4 and May 2 Committee Meetings

Brief explanation of the issue: The Committee wanted to understand any potential impacts on
contractual arrangements with other agencies, should ALS and LLS merge to form a new system.

Tie to Value Proposition: Do No Harm

Considerations and Dependencies:

e Responds to the Committee’s expressed need to understand if and how a merger could
impact existing contracts between the systems and other entities. Initially, this issue was
focused on other library systems within SHARE, but was expanded to include other
contractual relationships.

Finding
System agreements fall into a number of different categories, each described below:

Agreements with member counties to participate in the system

It is a statutory requirement that counties must indicate their participation in a library system.! The
statutes are satisfied if a county passes a resolution to participate in a library system, and/or
maintains a county plan of library service which indicates participation in a given system.

Suggestions:

1. Pre-merger system leadership should develop common language to be inserted into any
county resolutions drafted to authorize a merger.

2. Should merger be recommended, pre- and post-merger leadership should engage with
each member county of the new system to revise plans of library service on-file to reflect
the name of the new system, and ensure that participation in the library system is
indicated in the plan, on the preferred timetable of each county.

Inter-system agreements

State statutes require that public library systems maintain what are referred to as “inter-system
agreements” with each adjacent public library system. With respect to Arrowhead Library System
and Lakeshores Library System, there are six separate inter-system agreements currently
in-force. A merger of the two systems would reduce the number of necessary agreements from
six to three. The form and language of the current agreements that are maintained separately by

Wis. Stat. 43.15(4)(b)3
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each system vary. Should the two library systems merge, new language for a common agreement
should be developed, then taken through a process of negotiation (usually brief) with each
adjacent library system.

Suggestions:
1. Pre-merger system leadership should develop a simplified draft intersystem agreement
document for implementation on whatever timetable is required by DPI.

Member library agreements

State statutes require that, in order to receive state aid, public library systems must maintain
membership agreements with each public library that participates in the library system. In its most
basic form, a compliant member library agreement must include language that the member
library agrees “..to participate in the system and its activities, to participate in interlibrary loan of
materials with other system libraries, and to provide, to any resident of the system areaq, the
same library services, on the same terms, that are provided to the residents of the municipality or
county that established the member library”? Public library systems may include additional
content and or provisions in member library agreements, however for the purpose of initiating a
new public library system, member library agreements need only be basic and can always be

enhanced later.

Suggestions:

1. Pre-merger system leadership should develop a simplified draft member library
agreement document for implementation on whatever timetable is required by DPI, either
in the months before the merger becomes official, or immediately after the merger
becomes official as part of a new system board’s first several orders of business.

Resource library agreements

State statutes require that each public library system must maintain a resource library agreement
with at least one public library in the system area.? Statutes further indicate that the library of a
given system having the largest operating budget must be offered a resource contract first.
Resource library agreements are, according to the statutes, only required to contain a couple of
key provisions, largely related to providing backup services to public libraries in the system that
are less well-equipped to provide things like highly technical reference questions or other forms
of highly technical professional librarian work. However, the statutes do not preclude library
systems from maintaining more than one resource library agreement. This means that there is
considerable leeway in how a new system chooses to address the question of resource libraries.
As one example, a library system may maintain one resource library agreement that is specifically
geared to meeting the statutory requirement, while also maintaining one or more additional

2 Wis. Stat. 43.15(4)c(4)
2 Wis, Stat. 43.16
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resource library agreements for the purpose of making specifically prescribed services available
to the other members of the library system. Both the Arrowhead Library System and the
Lakeshore library system have compliant resource agreements on file with the department of
public instruction as of this writing.

Suggestions:

1. Should the Committee vote to recommend merger, ALS and LLS Boards of Trustees
should vote on an initial Resource Library arrangement for the new system by providing
them with a recommendation based on one of the following options:

a. Recommend a single resource library (Racine Public Library receives first offer,
with Hedberg Public Library receiving the offer if Racine Public Library declines),
OR;

b. Recommend that two resource libraries be retained, utilizing the same general
contractual terms as before the merger (Racine Public Library would fulfill the
statutory role of resource library due to it having the highest operating budget in
2021, while Hedberg Public Library would provide back-up resource library
services, as well as cataloging services, and/or other services for member
libraries).

2. Pre-merger system leadership should then file the recommendation, along with motions
of approval by the existing system boards, with DPl as part of the annual plan filing
process during the October prior to any merger becoming effective.

Service agreements with other library systems:

Library systems often maintain supplementary service agreements for specific arrangements that
fall outside of the “inter-system” and other agreements required by statute. Lakeshores and
Arrowhead currently maintain five such agreements between the systems. Should the systems
merge, these five agreements would no longer be necessary. If, related to the resource library
topic, original cataloging service is to be provided by Hedberg Public Library, then a service
agreement currently maintained between LLS and Kenosha Public Library would also become
unnecessary. LLS provides services to two other library systems via three additional agreements.
Should the systems merge, the only changes necessary to these three contracts would be to
revise them for the selected name of the new system, and revise one of them (SHARE Support
and Training Agreement with KCLS) for inflation - which is necessary regardless of whether the

systems merge.

Suggestions:

1. Should the Committee vote to recommend merger, it should then draft a recommendation
to a new system board indicating that the new system should continue to provide the
same contractual services to Southwest Wisconsin Library System, Kenosha County
Library System, and the Kenosha Public Library on the same terms as before the merger.
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2. Current system leadership should inform the leadership of the three agencies (referenced

above) that they will be presented with replacement agreements, updated for the change
of system, during the first quarter of the first year of a new system’s existence.

Agreements with other types of agencies

Library systems in Wisconsin often develop and maintain agreements with other types of
agencies such as schools, community organizations, vendors, freelance workers, and
independent service providers. LLS and ALS separately maintain a number of such agreements,
including the following:

e Racine Correctional Institution for access to system delivery (LLS)
Waterford Union High School for access to system delivery (LLS)
Blackhawk Technical College for access to system delivery {ALS)

Beloit College for access to system delivery (ALS)

Wisconsin Center for the Blind and Visually Impaired for access to system delivery
(ALS)

Beloit School District for access to system delivery (ALS)

Milton School District for access to system delivery (ALS)

Parkview School District for access to system delivery (ALS)

Excel Express Courier for primary system delivery services (LLS)

South Central Library System for extended delivery services (ALS and LLS)

Suggestions:

1.

Current system leadership should draft a recommendation to a new system board
indicating that the new system should continue to provide the same contractual services
with other types of agencies;

Current system leadership should draft a recommendation to a new system board
indicating that the new system should, during at least the first year of the new system’s
existence, utilize the same framework of delivery services.

Current system leadership should inform the current set of delivery vendors of intent to
continue the current delivery model during year one of the new system, while preparing
them for a possible holistic evaluation of post-merger system delivery services to occur.

Conclusions:
Administrative Impacts:

1.

The overall number of member county agreements will remain the same. System
stakeholders and/or leadership will need to communicate with county administrations to
ensure that participation in a new system is indicated in any resolutions of approval for a
system merger, and update county plans of library service,

The overall number of intersystem agreements will reduce. System leadership will need to
develop new intersystem agreements to account for any change to system name;
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The overall number of member library agreements will remain the same. System
leadership will need to develop a new basic member library agreement, ensure approval
of the new system board and ensure approval by member library boards;

The overall number of resource library agreements will either reduce or remain the same
(based on the suggestions above). System leadership, advised by the Exploration
Committee, will need to develop new resource library agreement language for
employment in the fashion recommended by the Exploration Committee and secure
system board approval on a timetable required by DPI;

The overall number of service agreements with other library systems will reduce, largely
due to a number of agreements between ALS and LLS no longer being necessary. System
leadership, advised by the Exploration Committee, will need to develop replacement
agreement language (largely to accommodate a change in system name) for service
contracts with Southwest Wisconsin Library System, Kenosha County Library System, and
Kenosha Public Library;

The overall number of service agreements with other types of agencies will reduce,
largely due to the combination of the SCLS Delivery agreements currently maintained
separately by ALS and LLS. System leadership, advised by the Exploration Committee, will
need to communicate primarily with the school districts and institutions, and prepare
updated agreements to reflect a change in system name. System leadership must also
communicate with current delivery vendors to pave the way for maintenance of the
current structure through year one of a new system, to be followed by a dedicated
process to consolidate delivery service within the new system.

Fiscal Impacts:

1.

There will be no fiscal impacts with regard to member county agreements, as these
agreements are non-monetary in hature;

There will be no fiscal impacts with regard to inter-system agreements, as these
agreements are non-monetary in nature;

There will be no fiscal impacts with regard to member library agreements, as these
agreements are non-monetary in nature;

If a single resource library contract is ultimately chosen, the total amount of system
funding required would more than likely decrease. If the “two resource library model”
option is ultimately chosen, the total amount of system funding required to support
resource library services would more than likely remain unchanged. NOTE: this is a
simplistic _estimation based on_assumptions. Other variables may exist, such as the
negotiating stances of the resource library candidates, pre-merger system boards, and/or

the post-merger system board.

5. There would be several fiscal impacts regarding agreements with other library systems

a. Several agreements between ALS and LLS would cease to exist by virtue of the
merger, primarily being “budget neutral” with a slight effect of decreased staff time
to maintain them.
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b. If Hedberg Public Library takes-on original cataloging for the new system as part
of a resource library arrangement, a contract with Kenosha Public Library for that
service will no longer be required, resulting in a savings of $5,000 per year in
operating costs.

c. If the new system continues to provide services to Southwest Library System and
Kenosha County Library System (IT, Automation, etc.) on the same fiscal basis as
pre-merger, the new system will see approximately $99,000 in operating revenue
in addition to state aid.

6. Utilizing an assumption that pre-merger agreements with school districts, institutions of
higher education, etc. would be preserved on the same terms post-merger, there would
be no fiscal impacts other than an ongoing combined revenue of about $5,000 per year.
Consolidation of two delivery contracts with SCLS delivery will more than likely prove to
be budget neutral or furnish slight unspecified savings. Long-term potential exists for
generating savings in the area of delivery service through a consolidation project.
Short-term continuation of primary delivery services using the current model is estimated
to be budget neutral.

For a complete list of system contractual agreements, please see Appendix G.
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Issue E: Member Costs to be in the System

March 24, 2022
Prepared by Steve Ohs
Shared at the May 2 Committee Meeting

Brief explanation of the issue: The Committee wanted to understand iffhow member library
expenses would change should the systems merge

Tie to Value Proposition: Improve return on investment, Do no harm

Considerations and Dependencies:
e Responds to an expressed concern from Committee members and stakeholders who
responded to phase | questionnaire about the fiscal impacts of a potential merger on
member libraries.

Findings

Member libraries of Arrowhead Library System and Lakeshores Library System each pay annual
amounts of funding to their home system in order to fund a number of cooperative programs. In
all cases, these expenses are reviewed and approved by either the system member library
cohorts, or the entire membership of the SHARE Consortium. As of March 2022, these expenses
fall into several categories:

A. Annual software licensing for an instance of SirsiDynix Symphony library automation
software (consisting of the core software product, a number of functional add-ons such as
an online catalog, data analysis tools, an annual fee for access to a nationally-recognized
bibliographic database, and a contingency fund).

B. Support fees paid by the member libraries of Arrowhead Library System to Lakeshores
Library System to offset LLS staff costs in providing the same level of support for the
library automation software as LLS provides its members.

C. System-specific license fees paid by the member libraries of Arrowhead Library System
for several electronic resources, including Brainfuse, Hoopla, and OverDrive.

D. System-specific license fees and access expenses paid by the member libraries of
Lakeshores Library System for electronic resources including Brainfuse, OverDrive,
Ancestry.com, CreativeBug, WiscNet, WPLC membership, and a Marketing & Public
Relations fund.

E. Payments to Lakeshores Library System in reimbursement for cooperatively-purchased
computers and application software (examples: Microsoft Windows, DeepFreeze
licenses).
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F. Fees assessed by Lakeshores Library System for requested local IT services.

G. Payments to Lakeshores Library System in reimbursement for cooperatively-purchased
bulk supplies (examples: thermal receipt paper, RFID tags, and “I Love My Library” bags).

Potential Impacts

A. Annual software licensing for an instance of SirsiDynix Symphony library automation
software. The total amount of funding required from SHARE member libraries will remain
subject to the terms of the associated vendor contracts. The method of apportioning
member shares of this expense category will not change unless the SHARE Director’s
Council votes to do so.

B. Support fees paid by the member libraries of Arrowhead Library System to Lakeshores
Library System to offset LLS staff costs in providing the same level of support for the
library automation software as LLS provides its members. Lakeshores Library System
provides this type of support to its members as a system service. Should the systems
choose to merge, the new system may choose to take the same view. In such a case, this
expense would still exist, but be distributed in a different manner.

C. System-specific license fees paid by the member libraries of Arrowhead Library System
for several electronic resources, including Brainfuse, Hoopla, and OverDrive. The
member libraries of Arrowhead Library System purchase several electronic resources
cooperatively. Lakeshores Library System also currently subscribes to Brainfuse and
participates in the statewide OverDrive program as well. Cost shares for these two
resources are already apportioned on a SHARE Consortium basis, thus cost shares would
not change in the event of a merger. LLS is currently in the process of adopting the
Hoopla service using the same model of access as Arrowhead Library System. In the
short-term after any potential merger, cost levels could be maintained for the sake of
consistency. In the mid- to long-term, the combined membership of the new system or
system administration may seek to reevaluate the model of the Hoopla program with
respect to appropriating additional system funding to it. Should that prove to be the case,
member libraries of the new system may see their Hoopla-related costs go down, or see
an increase in available content for patrons.

D. System-specific license fees and access expenses paid by the member libraries of
Lakeshores Library System for electronic resources including LinkedIn Learning,
Brainfuse, OverDrive, Ancestry.com, CreativeBug, WiscNet, WPLC membership, and a
Marketing & Public Relations fund. in addition to some of the electronic resources
in-common between ALS and LLS indicated in (C above, the member libraries of
Lakeshores Library System are assessed funding shares for WiscNet (an internet service
of the State of Wisconsin), an annual membership fee in the Wisconsin Public Library
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Consortium, and a Marketing & PR fund totalling $20,000 annually. In the case of a
potential merger, the new system board and administration would have the option to pay
for WiscNet and WPLC out of system funds, thus eliminating those expenses for member
libraries. The LLS member library directors established the M&PR fund several years ago
by vote. Therefore, member libraries of a new system should have the opportunity to
consider whether they wish to continue to pay-in to a supplementary M&PR fund. There is
then the possibility that this expense could be eliminated as well.

E. Payments to Lakeshores Library System in reimbursement for cooperatively-purchased
computers and application software (examples: Microsoft Windows, DeepFreeze
licenses). Lakeshores Library System administers an annual group purchase of PC
equipment and software licenses, and occasionally purchases equipment for member
libraries of both systems on-demand. Equipment and software are purchased in bulk at an
economy of scale, and invoiced to the libraries at-cost. Participation in this service is
voluntary for each library. On the presumption that this service is valuable to member
libraries and that the new system would continue it, the structure of costs to libraries for
this service would not change.

F. Fees assessed by Lakeshores Library System for requested local IT services. LLS staff
assess an hourly fee (and mileage, for physical visits) to perform technical work that is
specific to a given library. Participation in this service is voluntary for each library. On the
presumption that this service is valuable to member libraries and that the new system
would continue it, the structure of costs to libraries for this service would not change.

G. Payments to Lakeshores Library System in reimbursement for cooperatively-purchased
bulk supplies (examples: thermal receipt paper, RFID tags, and “l Love My Library”
bags). LLS occasionally purchases bulk amounts of commonly-needed library supplies,
often in response to requests by groups of member libraries. Participation in this service is
voluntary for each library. On the presumption that this service is valuable to member
libraries and that the new system would continue it, the structure of costs to libraries for
this service would not change.

Conclusion
Member libraries of Arrowhead Library System and Lakeshores Library System each pay annual

amounts of funding to their home system in order to fund a number of cooperative programs and
should the Systems merge, leadership will need, with member library guidance and input,
develop a standardized funding/purchasing approach. There are potential ways in which costs
could decrease and in many cases the structure of costs to libraries would not be impacted by
merger.
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Related Issue Papers

e Issue l: IT Readiness for Merger
e Issue H: Potential, One-time Costs to Merge
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Issue F: Staffing Model

April 22,2022
Prepared by Steve Ohs and Steve Platteter with information supplied by the staff of ALS and DPI
Shared at the June 6 Committee meeting

Brief explanation of the issue: The Committee would like to understand how a merger of the two
systems could result in a system staffing model that would integrate both existing system staffs
and provide opportunities for future additional staff roles.

Tie to Value Proposition: Do no harm, Enhance efficiency, Improve return on investment, and
Improve services

Findings

Current Staff Models

Lakeshores Library System currently maintains a staff of six full-time employees. Arrowhead
Library System currently maintains two full-time employees, and four part-time employees. There
are two staff retirements that are formally pending on the LLS staff, one employee will retire at
the end of the 2022 fiscal year, and one employee will retire at the end of February in 2023.

LLS Staff Positions

Position FTE Percentage Notes

Administrator 1
Office Manager 1 Retiring 2.20.2023
IT Manager 1
System Services Technologist 1
Interlibrary Loan Specialist 1 Retiring 12.30.2022
Local IT Technician 1

Total FTEs: 6

ALS Staff Positions

Position FTE Percentage Notes
Director 1
Office & ILL Manager 0.9
Public Information Coordinator 1
Delivery Driver 0.375
Delivery Driver 0.375
Delivery Driver 0.2
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Total FTEs: 3.85

[nitial Future Staff Model

Guided by the process principle, “do no harm,” the Committee has indicated a strong interest in
providing roles for all of the existing staff. Therefore, this issue paper offers the following staffing
model that maintains existing staff positions and the library automation services provided to the
SHARE consortium.

Initial Merged System Staff Positions

Position FTE Percentage Notes

Director 1 Filled by existing staff
Deputy Director for Consulting Services 1 Filled by existing staff
Finance and Human Resources Lead 1 Initially filled by existing staff
IT Manager 1 Filled by existing staff

IT Senior Associate 1 Filled by existing staff

IT Technician 1 Filled by existing staff
Marketing and Public Relations Coordinator 1 Filled by existing staff

Office and Interlibrary Loan Associate 0.9 Filled by existing staff
Service Consultant (TBD) 1 Open {former LLS ILL specialist)
Driver 1 0.375 Filled by existing staff

Driver 2 0.375 Filled by existing staff

Driver 3 02 Filled by existing staff

Total FTEs: 9.85

There will be several opportunities to replace or change staffing roles due to retirements in the
wake of a merger. Strategic planning, ideally occuring in the first or second year of merger, would
clarify service priorities of member libraries, better informing staffing of the new system.
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Comparisons With Other Library Systems in Wisconsin

A cohort of other library systems in Wisconsin, with a similar number of member libraries as a
merged new system derived from ALS and LLS, is below:

Salaries Employee |Staff
Total Paid |and Wages: |Benefits: Expenditures
Number of |[Employee [Annual Annual (Salaries+Ben

System Name Libraries s (%FTE) [Total Total efits)
Outagamie Waupaca Library System 16 10.675 $537,486 $221,444 $758,930
New Merged System (ALS & LLS) 22 9.85 $582,866 $267,902 $850,788
Bridges Library System 24 7.7 $557,946 $176,503 $734,449
Wisconsin Valley Library Service 25 8.3755 $490,052 $218,500 $708,552
Northern Waters Library Service 27 5 $341,764 $144,066 $485,830
Southwest Wisconsin Library System 28 4.875 $166,950 $37,107 $204,057

Process of Staff Integration

Per state statute, the board of trustees of the new system would be responsible for “vesting in a
head librarian” the task of directing the system activities, approving job descriptions under
advisement from the head librarian (also known as the system director or administrator), and
developing the necessary budgeting to support the selected model. Should phase Il end in a
vote to recommend merger, the Exploration Committee will craft a recommendation for the
preferred initial staff structure, which could become the basis of a motion by the new system

board to adopt.

Contract Consultants
Both library systems currently utilize a number of contract arrangements to provide consulting

services to member libraries:

o Inclusive Services - (ALS)
¢ Youth Services and Continuing Education - (ALS)
& Youth Services - (LLS)

If the systems merge, these existing consultant service contracts could be rolled into the new
system essentially as-is for year one. As with the delivery service, the services provided by these
contracts can be evaluated through a strategic planning process. In this way, continuity of service
can be achieved in the short-term, while setting-up a process to make well-informed choices
based on the needs of member libraries and available system funding.

Compensation and Benefits
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There are a number of different ways a new system could address compensation and benefits of
a merged system staff. It is important to note that a board of trustees must be established for a
new system before any policies related to compensation and/or benefits can be formally
adopted. The Exploration Committee strongly recommends that every effort be made to ensure
that staff from each system will have access to comparable compensation and benefits should
the systems merge.

Conclusion:

There are viable options for achieving an integration of the two respective system staffs into a
cohesive unit. The Exploration Committee recommends that any staffing model adopted, created
during the latter phases of the exploration process, adheres to the agreed upon process
principles, especially Do No Harm, and will provide the initial staff structure necessary to maintain
pre-merger service levels, and with minimal disruption to staff compensation and benefits.

Related reports:
Issue J: Risks of not merging
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Issue G, Part I: Opportunities for More Efficient Use of Revenue
(Internal/System Focused)

April 18, 2022
Prepared by WILS with information supplied by the staff of ALS and LLS
Shared at the May 2 Committee Meeting

Brief explanation of the issue: The Committee would like to understand how a merger of the two
systems could result in more efficient use of revenue and/or any reduction in per patron cost.

Tie to Value Proposition: Improve services; Enhance efficiency

Findings:
The staff of ALS and LLS see many ways that the use of revenue can be made more efficient
through a merger especially in the following areas:

Delivery
ALS currently provides five day a week delivery to all seven of its member libraries. It also

provides delivery service to six affiliate members and outreach materials to several Rock County
nursing homes. To facilitate this, ALS employs three part time drivers and has two cargo vans. Its
sorting hub is in the lower level of the Milton Public Library and provides ample sorting room, but
does not offer automated sorting. ALS also contracts with a courier service to do a five day a
week run between the ALS hub in Milton and the LLS hub in Racine.

ALS leadership and the staff of LLS believe that for the first year of a new merged system, the
existing delivery systems should be maintained while gathering the information necessary
(member library needs, vendor options, etc.) to generate and implement a converged delivery
service in year 2. It is also possible that RFID sorting could be started in Rock County, either at
the Milton sorting hub or at the Hedberg Public Library in Janesville. All member libraries of ALS
and LLS have now tagged their collections with RFID tags, which would allow the system to
explore leveraging the RFID sorting machinery at a few of the libraries, possibly seeking to
implement more.

Potential efficiencies could include:

e Savings after studying delivery vendor options. A new system might contract all
deliveries to a single vendor, use all staff drivers or use a mix of both. A new system might
also be able to work for a Homebound delivery staff member or contractor. A larger
system may offer new flexibilities.

e Vehicle insurance, maintenance, and purchases may be reduced or eliminated depending
on which option from above is selected.
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e Currently, each system wants a new van wrap. A merged system means one design is
needed — or may not be needed if contracting solely with an outside vendor.

e SCLS might make only one state delivery stop for ALS/LLS, which may reduce the overall
number of system dollars spent on access to this service.

e Office and delivery staff could be excluded from material sorting if automatic sorting
equipment was more robust or if there was an additional sorting machine for the libraries
that don’t currently have a separate sort at Racine.

Staffin
Currently, the activities of ALS and LLS (especially, the activities that are collaborative projects)

must be conducted through two leadership structures, two system boards of trustees, and two
separate member library advisory committees. Each reports their collaborative efforts via their
respective system annual reports in duplicate. A system merger would streamline this work into a
single flow, single annual report and system plan, and eliminate the need for the extra
synchronization activities that currently take place (special intersystem staff meetings, extra
phone calls to check that they are on the same page and not going awry of the preferences of
the other system, etc.) The systems further see benefit in having a unified staff structure of email
accounts and a single online work environment.

One immediate effect of a merger would be that the LLS Tech Team would be joined with the
ALS strength, its Public Relations & Marketing department. Current increases in state aid could
also allow for the expansion of one or both. Early strategic planning, in conjunction with
retirements will allow the new system to tailor its staff to the needs of the member libraries and
find further staffing efficiencies and/or places for cross training that will ensure service continuity.

A merged system would in theory only need one director. However, there are many meetings.
Having enough staff to attend and participate in state committees and professional organizations
as well as to advocate for the system at the municipal, county, and state levels is a benefit to the
system and its libraries as it levels the path and makes hard conversations like funding issues
more successful, keeps libraries as community hubs in mind, progresses the profession, and
brings invaluable opportunities to the system and its libraries.

Technology
The LLS staff see the largest area of outstanding potential for improvement as related to planning

and overhead of |T-related projects. A merger may result in the ability for better negotiated group
prices for items such as hot spots, which tend to be a very popular item, machines and service for
self-checkouts, gate counters, microfilm readers, calendaring and room reservation software, etc.
Additionally, staff currently spend a huge amount of time on the front-end doing planning and
coordinating between the systems. A system merger would mean that the decision-making
process would be streamlined from the current need to take place within two silos, to a single
decision-making process. Staff anticipate a reduction in IT project overhead resulting in a
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significant amount of staff time freed-up to focus on direct service to member libraries and
“time-on-task.”

Facilities

LLS and ALS staff both indicated that the first year or two of the new system will be consumed by
the activities necessary to complete the administrative convergence of the merger, do strategic
planning, and achieve some operational stability under the new arrangement and facility
changes/consolidation should follow.

Points discussed include the following:

e Both systems (and their member libraries) have collectively learned a lot from the COVID
pandemic with respect to development of an effective hybrid work model, and that may
influence system choices with respect to the optimal physical footprint.

e A merged system will ultimately require a certain amount of space to store system assets,
including document storage and server space Storage needs vary according to time of
year (for example: co-op PC purchases require a fair amount of space to store and
configure incoming and outgoing equipment).

e The delivery service model will also exert influence on physical space needs (for example:
ALS uses current facility for sorting). The extent of “in-house” delivery-related activities
will need to be considered, providing further reasoning for waiting to make facility
decisions until a clearer picture of what delivery will look like emerges.

e Possible reductions could be made, eventually, to office space, contracts on phones,
printer/fax/copy machines, and insurances and it may be possible to reduce delivery hub
locations

e ALS currently leases office space in the basement of the Milton Public Library at an annual
cost of $14,000.00, renewable on an annual basis. LLS currently leases office space on
the upper floor of a small commercial office building in Waterford at an annual cost of
$22,032.00, on a three-year lease {ending November 30th, 2024).

Decision making and administration

Decision making would be much more streamlined with a single administration and board. It
should also be noted that while Rock County has been very supportive of library services, there
may be some administrative advantages of ALS merging with LLS. These advantages include
access to benefits as well as fiscal agency that can respond to library and library system specific
needs and opportunities.

Conclusion:

Both systems identified numerous ways that revenue would be used more efficiently should a
merger occur. Immediately, decision making, administrative actions, and meetings would become
more efficient. Other efficiencies would be gained after the system merged and was able to
better learn the needs of members and system staff, and then make changes, particularly when
considering delivery, staffing, and facilities.
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Related Reports:
Issue E: Costs to be in the System
Issue J: Risks of Not Merging
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Issue G, Part Il: Opportunities for More Efficient Use of Revenue
(External/Member and Patron Focused)

April 18, 2022, Prepared by WILS with information supplied by the staff of ALS and LLS
Shared at the May 2 Committee meeting

Brief explanation of the issue: The Committee would like to understand how a merger of the two
systems could result in more efficient use of revenue and/or any reduction in per patron cost.

Tie to Value Proposition: Improve services; Enhance efficiency

Findings
The staff of ALS and LLS see many ways that members and patrons would benefit from a merger
and more efficient use of revenue.

One of the biggest areas of efficiency would be simplified meeting needs. For example, activities
that require meetings for SHARE and two separate library advisory committees can reasonably
be combined into a single blended meeting on a frequency chosen by the stakeholders. The new
system could also consider instituting director travel stipends, which some other systems have
done. Assuming the same model of communication and joint co-op budget setting would apply to
the new system, libraries will continue to have a direct role in the levels of library funding they
each choose to commit to their participation in the system.

If the systems choose to merge, there are significant opportunities to do more for member
libraries with the same amount of combined state aid/operating revenues. A consolidation of
leadership structures, key services such as delivery, and staff retirements will all accrue to create
an opportunity to re-tool the service offerings of the system to more effectively provide the
services member libraries need. This process should be informed by a strategic planning process
that takes place during the first year of a merged system’s existence.

In system staff discussions, several specific areas of service improvement a system merger might
afford were identified:

e Expanded staff consultant positions. Examples include a full-time youth services
consultant, an adult services consultant, a community engagement coordinator, grant
assistance/expertise, etc. Consultants could maximize services while saving library
directors much of the research, planning, and meeting time

e Consolidation of expert staff coordination groups (example: youth services committees,
adult programming) with dedicated system staffing to facilitate their activities and
translate ideas to action. Essentially, members will have a bigger pool of expertise to draw
from.
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The LLS Storywagon program could be broadened to all members of the merged system,
enhanced through additional funding and staffing, or otherwise improved upon. It may be
possible that libraries could see a reduced cost for a performer series Note: the LLS
Storywagon program has, historically, provided each member library with programs for
children and families each summer, and dates back to the earliest years of the system’s
history.

Better technology for virtual meetings would be available

A larger return on investment as far as a reorganized and efficient system staff — could
offer more with the same net inputs to the system.

Depending upon available resources, the new system may be able to offer stipends and
grants (ALS currently offers Continuing Education scholarships)

In the case of the ALS member libraries, they would no longer need to fund the ILS
Support Agreement with LLS.

The new system could also fund additional e-content and/or databases.

There is also potential for cost savings that could result from a bigger buying pool or reductions
in cost through merger, including:

Two WILS memberships will be reduced to one (estimated savings of $200)

Two WPLC memberships will be reduced to one (either budget neutral, or a slight
unspecified reduction)

Two WISCNET memberships will be reduced to one (estimated savings of approximately
$1,000)

Two movie licensing contracts will be reduced to one (estimated slight unspecified
savings)

Two separate sets of insurance coverage will be reduced to one set (estimated savings
unspecified)

Two sets of system audit costs will be reduced to one set (estimated savings unspecified)
Possible cost savings from cooperative purchases and a bigger buying pool (although
SHARE has done much of this already)

Actual cost to the member libraries will depend upon efficacies gained through the merger,
available state aid and the cost of the services requested by the member libraries. Several library
systems offer a considerable number of services to their member libraries but can only afford to
provide these services by charging back to the member libraries.

Ideally, savings for libraries can result in improved offerings for the public. The overall area served
by the two systems now will not change as a result of a merger, thus producing the same state
aid per capita as before a merger. However, a merger will help that state aid go further.
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Conclusion:

The staff of both systems identified multiple ways that a merger could result in a more efficient
use of revenue to better support the needs of member libraries. In some cases, there would be a
reduction in costs, mostly through a de-duplication of efforts/expenditures, and in other cases,
members would benefit from a larger system staff and a larger pool of experts in member
libraries to draw from. While there are many manners to improve efficiency of resource use, the
exact ways should be determined through early strategic planning.

See also:
o Opportunities for More Efficient Use of Revenue (Internal/System Focused) Issue Paper
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Issue H: Potential One-time Costs Related to Merger

May 23, 2022, prepared by Steve Ohs, Steve Platteter, and WILS
Shared at June 6 Committee Meeting

Brief explanation of the issue: The Committee wanted to better understand what potential, one
time costs might occur should the systems merge (ie IT infrastructure, new signs, legal fees,
contract changes, server space, moving costs, etc.).

Tie to Value Proposition: Improve return on investment; Do no harm

Findings:

A review of the Eastern Shores Library System and Mid-Wisconsin Federated Library System Joint
Merger Committee Recommendation Report (see Appendix H), the most recent merger of two
systems, showed that the greatest anticipated one-time expenses were tied to Library
Management Software (referred to as an “Integrated Library System, or “ILS”). In fact, nearly 90%
of the one time costs of this merger, estimated to be $240,334, were associated with the ILS. This
type of one-time costs will not exist in the case of a merger between ALS and LLS as
consolidation of library management software occurred when ALS joined SHARE. The Eastern
Shores/Mid-Wisconsin Joint Merger Committee also anticipated one time costs for other software
licenses, relocation expenses, legal/auditor expenses, rental truck space, and logo creation to be
$28,250.

Relatedly, current leadership of Bridges Library System has provided written (see Appendix | for
full response) and anecdotal information about one-time expenses, including that the largest
single one-time expense incurred by the process of Jefferson County joining Bridges consisted of
vendor fees and staff time directly associated with migration of the Jefferson County libraries into
the Bridges instance of library management software (ILS).

The Directors of ALS and LLS anticipate the following possible one-time costs (all numbers are
estimates):

Google (or other) Workspace Accounts $500
VOIP Phones $1,000
Phone Accounts $1,000
Logo development $1,000
State/Federal Charges & Fees for Establishing Status as a New Entity $1,500
Creation of shared branded materials $2,000
Year-1 Supplementary Accounting Consulting $5,000
Quickbooks Migration Consulting $5,000
Strategic Planning Consulting $10,000
Retirement agreement benefit to one LLS employee $15,000
Space costs (After Year-1) Unknown
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Moving costs (After Year-1) Unknown

It is estimated that both systems maintain a combined $550,000.00 in reserve funds as of May
2022. Therefore, the above costs are within the capability of a newly-merged system.

Conclusion:

Although one-time costs associated with a merger of the two library systems are inevitable, the
sum of one-time costs incurred through a merger of ALS and LLS would be significantly lower
than the one-time costs incurred by other library systems that have undergone changes in
system territory. The availability of a healthy source of reserve funding indicates that a
newly-merged system will have the resources necessary to bear the necessary one-time costs
even if they exceed the estimated figures above.

Related Reports:
Issue F: Staffing Model
Issue |: IT Readiness for Merger
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Issue I: IT Readiness for ALS / LLS Merger

Last edited April 13, 2022 by Jim Novy and Steve Ohs
Shared at the March 7 and April 4 Committee Meetings

Brief explanation of the issue: The Committee wanted to understand if the current server
capacity and location in the Waterford Public Library is of adequate size and the appropriate
location should the library systems merge. The issue, after consultation with the Committee, was
expanded to include other issues related to Information Technology.

Tie to Value Proposition: Improve return on investment, Do no harm

Considerations and Dependencies:
e Responds to an expressed concern from Committee members about the ability to provide
seamless service to member libraries.

Findings

Pre-Integrated Architecture

The library-facing IT infrastructure that provides services for the ALS and LLS libraries has largely
already been combined. In 2018, the ALS libraries were brought into the SHARE consortium’s
SirsiDynix ILS instance that provides the shared circulation system, database and other
library-specific applications. Then in 2019, an LSTA grant was made available for enhancing
system IT collaborative efforts, which LLS applied for jointly with ALS and SWLS. During the
summer of 2019, network equipment was upgraded at ALS, LLS and SWLS to accommodate the
change. Since that was put in place, all Internet transit from the 3 systems has been routed
through a central head-end in Waterford. More recently, LLS was awarded an LSTA ARPA grant
for ALS and LLS to upgrade networking equipment that should provide enough capacity to get
the systems through the next b+ years.

Existing B et Infrastructure and Planning Process

Server replacement and enhancement funds are contributed to by all of the libraries that
participate in the SHARE Consortium, including the member libraries of ALS and LLS. This funding
is separate from the respective operating budgets of the two systems, and is specifically
earmarked for future upgrades as they are needed if LSTA grant dollars are less available in the
future. Both of the existing system administrations have been heavily involved in setting-up the
processes and sources of funding that support the servers and network environments that serve
the libraries participating in ALS, LLS, and SHARE as a whole.

Costs
If the systems decide to merge, the new system will eventually need to address the infrastructure
that supports the system office staff. This includes moving to common email, phone, and
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file-sharing platforms. Depending on what decisions are made, the largest one-time costs will
likely be several additional VOIP (Voice Over IP} phones. Ongoing costs would be limited to
monthly provider fees associated with new phone devices. If staff from both systems are moved
to a single location, there could be one-time fees associated with changing providers or
expanding/moving the location(s) of service. While it is difficult to predict what the specific
choices will be, the following costs might reasonably be anticipated under current staffing
conditions:

GoToConnect Phone $264/year 3 Needed $792
Accounts
Google Workspace $72/year 3 Needed $216
Accounts
Polycom VVX 350 $239/one-time 3 or Fewer Needed $717
Phones (Spares in Current
Inventory)
Total Year 1: $1,725

Information Security

The general information security environment (also referred to as “cyber security”) would not
require significant changes, largely due to the fact that the Wide Area Network that serves both
systems already relies on a combination of WISCNET/BadgerNet infrastructure, and is already
protected by a network firewall appliance with an up-to-date array of security features. The LLS
tech team has also implemented a series of Virtual Networks (VLANS) within the greater network
to achieve further security-minded segmentation.

Conclusion:
A system merger between ALS and LLS will not present significant additional costs, staff
overhead, or information security risk to the system or member libraries.
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Issue J. Risks of Not Merging

Aprit 19, 2022
Prepared by WILS with information supplied by the staff of ALS and LLS
Shared at the May 2 Committee meeting

Brief explanation of the issue: The Committee would like to understand what risks, direct or
indirect, not merging may pose.

Tie to Value Proposition: Improve services; Enhance efficiency ; Do no harm

Findings
There are potential direct financial risks associated with not merging at this time.

Merger exploration costs are being subsidized currently by LSTA funding and there is a
strong likelihood there will be further LSTA funds to help subsidize some costs related to
merger. Obviously, if systems do not merge, they will not be eligible for these funds.

If the systems merge, there may be additional funding opportunities to defray costs
associated with changes to the delivery service. Not merging would preclude the
system(s) from taking advantage of that opportunity.

As mentioned in other issue papers, there are duplicated costs between both systems.

Indirect risks also exist and are significant.

Some of the collaborative arrangements in place between the two systems, such as
SHARE, IT contracts, and Marketing/Communication contracts, may be vuinerable without
a successful merger.

If a merger fails, pressure may mount to alter the relationship between the systems into
one that is purely transactional. ALS and LLS staff and system leadership have excellent
rapport and prioritize cooperation in order to bring the two systems together for shared
successes.

Currently, member library directors are very comfortable working together, but quite a few
new directors are coming in and these new members do not have the institutional
memory of the improvements made over the last 5 years and may not feel the same
goodwill or need to merge.

Both systems have experienced firsthand what can happen when one key leadership
position changes - it can slow and even end cooperative efforts.

There is also the possibility that SHARE might not be inspired to make its independent
501(c)(3) status a reality.

Conclusion

One of the most challenging aspects of systems mergers is catalog integration, which ALS and
LLS have successfully maneuvered. The formalization of the system's relationship through SHARE
was a formative first step, but there are other aspects of their collaborative work that are at risk
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should a merger not occur. Formalizing the relationship between the two systems would ensure
that the collaborative efforts remain viable and sustainable, regardless of changes in staff and
leadership.
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Appendix A: Arrowhead Library System Strategic Plan 2020-2023



Arrowhead
Library System

Strategic Plan
2020-2023

The mission of ALS is to facilitate equitable access
to information and improved library operations to
provide cost-effective and responsive services for all
users. In support of this collaborative effort, the
system is defined as its member libraries, System
Staff and the System Board. ALS is not a substitute
for local and county planning and financial
support.



Introduction and Overview

Arrowhead Library System was established in 1974 to coordinate and expand Rock County’s
public library services. All Rock County residents benefit from enhanced, cost-effective library
services through the continued cooperation of ALS and its member libraries. ALS provides
members with delivery services, access to consulting and continuing education resources,
interlibrary loan support, contracts with Lakeshores Library System to provide full support of the
shared integrated library system (ILS) that all ALS member libraries use, and provides outreach
and marketing expertise.

In order to guide decisions and priorities for the next years, the Arrowhead Library System staff
and Board undertook a strategic planning process that brought together representatives from all
member libraries. Building a strategic plan with the membership as part of the process
guarantees the work of the system is always centered around those it serves. This has always
been the case, but the context in which this plan was written makes this even more important.

This plan, especially the goal to develop an exploration process for system merger, leaves both
the system and its member libraries both prepared and empowered. ALS has limited resources
and may face funding decreases in the wake of COVID-19, library closures, and the resulting
economic challenges. It is critically important that decisions made allow for both a continuation
of existing successful services and additional services identified in the planning process. One
way to meet member needs is to merge with another system, thus increasing capacity and
resources. However, that process must be done carefully and thoughtfully and it must critically
consider the benefits and disadvantages for the system and its members.

Fortunately, the system has a strong foundation and recently went through an instructive and
ultimately successful process to identify and review possible ILS upgrade options for the
Arrowhead Library System that resulted in an ILS merger with the Lakeshores Library System’s
SHARE. The ILS merger process had representation from member libraries and any merger
exploration process must have the same. It must also be based upon data, a shared and
articulated vision of the process and its outcomes, and must rely upon consensus. Just like all
aspects of system operations, the work accomplished is for the greater good of all the libraries
and the communities they represent. Therefore, consensus is critical even in the creation of the
exploration process.

When this strategic planning process was begun, library and system operations were occurring
as expected. Doors were open, books were delivered amongst members, meetings took place
in shared spaces. Nobody expected a global pandemic to interrupt those operations, but it did
and the system and member libraries responded to it with flexibility and composure and saw the
unique conditions as an opportunity to think about system needs when faced crisis, whether a
pandemic, catastrophic flood, power outage, or some other large scale disaster.

This plan articulates the important directions for our library system during this time of historic
change and acts as guide for us we work to continually improve services to our members so
they in turn can continue to provide the very best service to the communities they serve.
Because of the nature of the plan’s objectives, this plan is in effect 2020-2023.



Process

The process and timeline originally conceived was modified in light of the COVID-19 pandemic
and the Safer at Home orders that closed libraries and limited travel. However, through flexibility
and creativity, the goals of the process were met through planning team surveys and a virtual
meeting to determine the goals and objectives of the plan.

Information gathering and understanding of member needs were critical. Two surveys were
administered to ALS Trustees, Staff, and Member Library Directors during the process. The
initial survey was made up of two sections, the first asking for input to determine what support
and leadership roles the system could fulfill or enhance, if any, and the second exploring bigger
picture strategic options. The survey was completed by 21 people, 10 ALS Trustees, 7 member
library directors, and 4 system staff persons. The results made the following clear:

¢ Overwhelmingly, respondents indicated the primary support roles for the system were
related to education, coordination and collaboration, and making connections in areas
such as developing partnerships, marketing and communication, and programming
support, and

e There was wide support for the development of an exploration process for system
merger, though the process, and any possible merger, would need to be inclusive and
carefully constructed.

With these results in mind, a second survey was administered to more fully understand what a
merger process might look like. It was at this point that the Safer at Home order was put in place
and libraries faced massive and sudden change. Therefore, the survey asked about immediate
needs related to the pandemic and needs that might have been exposed that should be
considered in longer term planning. This survey was completed by 12 respondents, 5 library
directors, 4 board members, and 3 ALS staff members. The survey results indicated:

e Support for a merger exploration process that is inclusive, data informed and will
examine both the benefits and the costs of a potential system merger,

¢ Need for system guidance, advocacy, and priority support for priority services during a
time of crisis; and

e A need to find new and strengthen existing collaborations to improve services and build
upon each other's expertise, especially related to consulting and continuing education.

With the survey results as its basis, the library system director and consultants at WiILS drafted
a framework of strategic goals and objectives, along with potential activities to accomplish the
objectives. This framework was reviewed and improved at a virtual meeting held on May 11 and
attended by system staff, trustees, and member library directors. A revised draft was then
shared with system library directors at a monthly meeting.

Approved August 12, 2020



Goals and Objectives

Strategically Supporting Member Libraries Through Crisis

The COVID-19 health crisis has made clear that ALS members have unique needs during a
pandemic, however, the System can support members through this crisis and future crises, from
flooding to power outages, by sharing guidance, providing advocacy and advocacy tools, and
supporting critical services and the missions of the member libraries.

Objectives

e Develop or share guidance and best practices by working with experts and partners
across the state to ensure safe work environments, best meet community needs, and
reduce duplication of efforts.

e Library advocacy is always a critical need, but even more so during a time of crisis. ALS
will help member libraries tell their stories to stakeholders, with action and tools, to
ensure libraries have resources to continue offering critical community services.

e Resource sharing, library material delivery, technology support, and the literacy mission
of libraries are critical services, especially when communities are faced with crisis. ALS
will continue to support critical services in critical times.

Develop a System Merger Exploration Process

ALS is made up of member libraries that are highly collaborative and has a system staff with
incredible talents. There is a high level of satisfaction with current system services, but member
libraries are interested in developing and coordinating connections and increasing their access
to consulting and learning opportunities. A system merger could increase partnerships and
access to resources, but any merger would need to be accomplished through a careful process
of learning and planning. ALS will work with stakeholders to develop an inclusive, data informed
process to examine both the benefits and the costs of a potential system merger.

Objectives:

¢ Create an exploration process that is inclusive of and responsive to the different needs
of participants, including system staff, member libraries and the communities they serve.

e Articulate and document the objectives that should be met for a successful merger to
occur, with a clear and shared understanding of the criteria that should be considered in
the exploration process.

e Perform an analysis of past library system merger examples to learn from the processes
and outcomes.

e Consult experts to understand and form the best merger process possible.



Supporting Member Libraries Continuing Education and Consulting Needs

Even as the System forms an exploratory process for a system merger, member library needs
must be supported. ALS will find new and strengthen existing collaborations to improve services
and build upon each other's expertise.

Objective:

e Facilitate coordination of group efforts and collaborations among member libraries and
with other libraries or partners to provide access to consulting services and continuing
education.

Implementation and Communication

The ALS Director and staff will work in conjunction with the ALS Board of Trustees to prioritize,
identify service goals, and coordinate activities from this plan. The System will consider
available resources, including funding and staff time; changing conditions locally, regionally and
statewide; and opportunities that arise to innovate during the implementation of the plan.

The ongoing planning process for the library will include project management, assessment,
communication and re-prioritization activities to ensure the goals of the plan are realized with
flexibility to adapt as needed. The System will regularly communicate progress made on the
goals laid out in this plan to both the Board of Trustees and System members.



Appendix B: Lakeshores Library System Member Survey
Highlights
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Dates of Survey: 2/1/2021- 2/19/2021

Written and assembled by WILS, March 2021



Question 1: What is your library?
All member libraries responded to the survey

Question 2: For each area, you will be asked to indicate the appropriate role for the system to fulfill
from the following options (While the system can fill multiple roles, please select the role you think
they best fill)

All 15 libraries answered this question.
A few items of note:

e Data and reporting to improve operational and strategic decision making, effectiveness, and
efficiency was clearly seen as a role for the System to fill. (13 responses were System Role; 1 was
Coordination & Collaboration; 1 was Education)

e Keeping library technology up to date and relevant with current trends, including preparing for
5G, virtual programming, and remote work as a System role had strong support (11 responses
were System Role; 2 were Scale & Leverage; 1 was Coordination & Collaboration; and 1 was
Make Connections)

e Building projects had a fairly clear No System Role response (10 responses of No Role; 2 were
Make Connections; 1 was Scale & Leverage; 1 was Coordination & Collaboration; and 1 was
System Provided.

It appears that members view many of the services to fall under system roles of Coordination &
Collaboration; Education; and Make Connections.

System Role by Overall Vote

Reduce Duplication 8
Scale & Leverage 14

No System Role

System Provided

Make Connections

|
Coordination & Collaboration

Education

e Makerspaces and related programming (8) and Enhanced technology training for library staff (9)
had the most interest under Education.

e Helping libraries with marketing and communications support, including assistance with
developing marketing plans (8) had the most interest under Coordination & Collaboration.



Question 3: Is there any other service or resource that the Lakeshores Library System might have a
role in supporting or providing that was not listed? If so, please share the service/resource and
what you see as the role of the System.

Although they are helping a lot already, | would ask that they be as involved as they can with
the filing of the Annual Report by Directors.

Education regarding Library Boards and how they function (Education role). Liaison between
DPI and system (System role).

Website design and template availability -

Improving access and library exposure to the 20-50-year-old market

Trendspotting

Playing an active role in the PLSR initiatives and moving toward the future.

[ would suggest finding/vetting an attorney who is well-versed with library versus municipal
issues and Chapter 43. When member libraries need legal advice, there would already be a
trusted name. Each member library would then pay the attorney fees.

Allowing Library Directors to meet and share services, bring up issues and solve problems.

Question 4: One a scale of 1 to 5, with 1 as the least important and 5 as the most important, how
important are each of the following for the system to provide or support?

There were very few items that were not considered important or very important by most respondents.

IT support and services were considered among the most important services provided by the system. 4
of the top 5 services ranked related to IT support, access, and services. Delivery of materials was also
considered very important. The following were services ranked the most important by respondents:

System-wide access to and support for custom-developed enhancements to the SirsiDynix
ILS and related tools

Low cost local IT support services for individual libraries

Delivery of library materials five days per week.

System-wide IT services

IT HelpDesk

System-level management of interlibrary loan requests coming from outside of SHARE had nearly half of
respondents rating this as neither important or unimportant, not very important or not at all important

(7).



Question 5: If a new service or resource is clearly needed by system members, please rank the
following as methods for the system to support that new service or resource (1 being the least
comfortable and 3 the most)

Respondents were split regarding solutions. Development of partnerships (especially with other library
systems) was the solution that respondents were the most comfortable (6) with and the least
comfortable {5) with.

Respondents were less divided about Let go less valued services as a solution with most answering this
as their 2 choice; only 1 respondent ranked this as the most uncomfortable solution.

Increase member fees was the solution fewest respondents support. 7 respondents ranked this as the
solution they were least comfortable with.

Question 6: What do you think are the successes and pros of larger-scale models for providing services
to libraries? What have LLS libraries gained by being part of SHARE? What could LLS libraries gain
from other large scale collaborations (i.e. ideas raised by the PLSR process or possibly a system
merger)?

Biggest benefits are:

e Potential for cost reductions
e Access to skills, specialties, and materials could be increased
e Existence of SHARE was paved the way for some to see the benefits/possibilities

Question 7: What do you think are the challenges of larger-scale models for providing services to
libraries? What have LLS libraries lost by being part of SHARE? What could LLS libraries lose from
other large scale collaborations (i.e. ideas raised by the PLSR process or possibly a system merger)?

Potential difficulties:

e loss of voice in a larger system
e Small libraries could be marginalized
e Potential wait time increase related to technology service

Areas that should be considered:

e Communication throughout system
e Number and types of meetings

There was some indication that the SHARE network has already introduced some the challenges and
benefits. Overall, there was no strong voice against merger and a few that were supportive.



Appendix C: Issues Roadmap for Joint Merger Exploration
Committee




S80IAI9S

an0idW] JUBLISIAUI Aey Aq yers 'SMaIAD ‘suonisod ¢, S90IAIS Jaquiaw sanoudwil
UO LLINJOI OAGH i walsAg ‘udy|  sapIwwod ‘Yelp 1SII-YSIM 84njny apnjoul pjnod Leys "Heyo jeuoneziuebio| jey) jppow Buiyels e aney wajsAs pabiaw e pjnod moH ¢jepow Buiyels wayshs
% I AQ SIM|  si010811p WB)SAS wa)sAs jeuonisuesywusiul ‘Aeujwisid dojasg wildul ‘mau e o} paddew aq yejs waysAs Buiysixa pjnodo MoH :4 anss|
oUBIOIYe aouUBYU]
uoISIoNn
juswiisaAul leniul ye.p [lim syo ¢pajoedul
uo uinjal anoidwij udy 9A9}S/S10}081Ip $1500 Aleuqyj IaquusLuusLIng e1eduiod aq s}so02 Aieiqi] Jaquiswi Jybiw moH / WalsAs auy ut 89 0} (s)1soD :3 anss|
walsAs
sisuped Joyo *0)9 ‘saLieiqi| dlwapese ‘§IMS Se |yons ‘YIM sjoeijuod
wJey ou oq judy| slojoalp waysAs aAney Auaiind §77/STV 38yl Sannua 1ayjo pue wajsAs Aleiqi] eysousy
e e pue ,JYVHS, usamjaq abueyd diysuone|ds auy} ||Im (S20p 3 i) MOH :Q anss|
3oeqpes} o} *3in}|nod paieys pjing ;pJeay aq 2 .
aIn}|nd paieys pjing ¢pieay g Sulaouod Jo/pue SadI0A ,Salielql| pue
A uuey Judy S10199410 Ewgm>w SO 10/ Em 29104 SAUEI]N. PUE SITODID ._.mnEmE 9400 SI0JORIP JaGIBW JBYJO [IM MOH ¢ WS)SAS MaU SU) Ul SSUNOD pUE ‘SSRIUNWIIOD
Ou Op ‘s991AI9S anoldwj : Upm saieys ‘yeip [IM MOH ¢ WISISAS Mau a8y} Ul SBUNOD pue ‘SaJIUNWILLOD i e 101 & O :....v:mu: asa1dal ojqesInba 2iNSUS M UEd MO 19 anss]
B sye)s S| ‘sauelq) jje jo uonejuasaldal ajqelinba ainsua am ues MoH SRR ? 2

Bupspuajed payun

JO 9snedaq uopoeysijes uosjed pue soduepusye Buiwwelboid

ul 8seasdul ‘Bunsyiew sobuol)s jJo asnesaq sjunod ajed

pue ‘eouepuajie weiboid ‘uonenolio ul asealoul :ajduexy

Kew Aq yeis s9)9|dwoo :9SBaIOUl PIN0Y $S820E
sasiRIss BRG] EEAS S yels wayshAs MOY 9}e|ndfjJe jey) sisAjeue ainjnj 10} SYJewyouad }os /S|euajew o} ssadoe panosdwi aaey pjnood suosjed ano
’ _ SIS IWdy ‘Joayspeauds wo)sAs pabiaw & Y)im Jey} a0UdPIAS MOYS 93)IWILLIOD ApN]s JNO ue) g anssj|

Aq sTIM

: sdojarsp STIM ¢Ss999e uoJed

oseauoul 0) Juswdojanap dde pasnooy uj Jnsal | | pateys ue)d

¢ Wayshs mau

ui suosjed 0} Jusjuo-8 Mau 1oy Ayunpoddo ue aq a1ay) JYBIN

:(s)uoysanb Buimojjo} ayy Jemsue o} paaN
S8aiAIes anoJdulj Ae|  1d@ sse STIM ¢1d@ woy juswsjers 1oy sy D1els oul ulauswebeuew ey

o1jqnd jo poob Jareasb sy3 01 91NqLIUOD JSBISW WSISAS SIY] SO0P MOH Y 3nss|




|le ssedwooua

Jaw aiam uopsodoid

'89S P|NOM SUOAIBAS Ss)yauaq jeym pue Buibiaw

5 aunr| sjueynsuod ST anjeA ay} jo sjeob ay) moy aseamoys “1ebiaw Aysnf oy
pinoys ‘Ajjeapj ieispesds sipluoyeEpiow Binziodioatexieues B piIg 10 BupjuIy) 81,9M AYM 0} SE SISP|OYINE]S || ||3) 9M UOSEDI Ulew SU) SI UM
(018 ‘Mmou iom Siy}
SIaMsue S10}08Ip : :
JUBWISAAUL( (O aA8)S Yse) z 0} pajoAsp awi} Jels (Apisgns uonelojdxa Jabisw) seAyuaul : 1
uo winjal snosdwiy|  Aepy 1o judy Emwb%owwo_ﬁmwc 1dd J0 sso| ‘sassao0id Bupjew UoISIoap Wa)SAs oM} Yim cBuisunjou jo skt jeRusiod o e JuM [ enss)
19ASP STIM S910UBIdLYBUI PaNURUOD 8] :Buibiaw Jou 0} Sysi Ja8J1puUl IS
; ob1aw swajshs
JUSWISaAUL “1ob1ow 1oy ayenbape ¢
judy yejs wajshs 1no yi uoneoo| ajeudoidde ay) pue azis ajenbape jo Aueiqi dljgnd PJoMBIBA
e armgs Spda) SyEINASELU] 1]/SYr BUREcIpY| JuBWEIS BYSIPYEIS | 9y} Ul uonedo| pue Ajoeded JoAISS JUSLIND BY) S| :94NJONJISeBAU| 1] i] ONSS|
jusuysaaul Rew E.t o e ; 998 fou) sisooiEnusiod Ul R pUEMone) ¢ (018 ‘s1s00 Buirow ‘eoeds JanIas ‘sabueyd 19B1U0D ‘saa) [efs] ‘subis mau
uo uInjal snoidu walsAs ‘Judy|  si0}0alIp WaysAS pINod JelS ¢sem 19Bpnq dnyiess Jlay) Jeym aas o} WalsAS ‘aInjoniselul | | 91) obIoW 0} 219y} Sk S}S0I AW SUOo ‘fenusiod JeUp) H anss]
Ag STIM ‘syelp STIM Aieigr] yosseuopy MaIAISIUL PINOD - S}S02 Wl BUo Ayjusp) Jul 1) 8l 5 ¢ z
d Job1e| e a1ayMm Seale AJjuapl 0} JE)S 3SY '[00d DUIANg Jabbiq
Rew Aq yeis SSje|dwod © Woyj JNsal pjnod jey) sBuiAes 1509 1o} [enuajod Ajusp)
usunsaAul| o1/ ‘udy yeis wayshs £1500 uosjed Jad uj uonoNpal AUE (3NUAASI JO ISN 3Y] Ul JUSIDYS SJOW
uo winjal srosdw Aq w.._ M a.ﬂmm_._mvmmaw o1 ‘sBujeaw uj uononpal ‘sanioe; ‘KBojouyoe; ‘Buyeys| 9 M wa)sAs pabiawi & 1By} 80USPIAS MOYS 931U APN]S JNO UBY) @9 anss|
SAOIRASP STIIM | K1an1j0p se yons seale ul sBuiaes s}s09 [euajod aguoseq
‘ejep wajshs
ajgesedwiod
Ind STIM “SMalnal
S9pIWwod ‘Yesp| . «(pasnaog
Jusunsaaul| Aew Aqyers| Si0121P wayshs swia)sAs a|qesedwoo e a1njonJ)s Jo sjaAs| Bulyess je 3001 waysAg/euiaiu]) anuaA3Y JO asn JusIdiyg aIol Joj saniunyioddQ,,
uo winjal anoidwy| weysAs ‘judy ‘Meyo bio uozuoy Jebuo) mmw:mw_ PUE ..w_w.w%.: m:_w_nﬂw ,M.“.Mmu_:w ﬁw :ww .w ﬂﬂao%m.w mw_twum. HMMN
‘Aousioye soueyug Ag STIM - peyo Bio [euonelidse Alepuooss e pue ‘Ueyd [euoieziuebio uisixo pinos MoH,, 3 4 1 o3u papIo; q Sey SIYL ¢suiey

wajsAs jeuonisuey/wuaiul ‘Aeuiwiaid dojaasg

om ano uj soe|d ul Ajjuaino si uey) Buiye}s Jo asn JusIOLYD SI0W B Ul }jnsal
[IM WeysAs pabiowl B Jey} 90USPIAS MOYS 98]ILWOD APNIS INO UBY 94 dNnss|




siojoallp wayshs STVSTV

ELN

al

al

Jeys wajshs gy o gl

al

Andaup gj 10 {3NP

gl

al

al

Kpinua

SIY} 3|pUBY PINOD g| IO ‘I8pISLUd

0} (g)) pJeoq uonejuswa|duj Jo}
uofjepuawiodal dojaAsp pinoa JNF

ale SI) Ul 4eis Walshs STSTV

sBujyy asayy dojanap
PIN0d (INr) uonesoidx3 1abia iy ‘i

JeUM SUMO Oy :uopsabbns or [

'1JB1S 10} SUOIIEDIUNWIWIOD [eUONISUBI]
pue Bujuiely 1o suoliepuswiwiossl dojaasg
'S1aW0ISNO WalsAs snoueA

sy} o1 abenbue| uie|d u pauiejdxe aq Jebiaw sy}
wnoge Buiyihue |jim quawwod o} Aljigqe sy eaey oljgnd
ayr 1]9blaw 2y} 1noge paynou aq d1gnd sy |im
MOH :JapISu0d pue uopediunwwod usdo ‘1eajo ainsug
pleoq walsAs mau 1o padojaAsp UoIEpUSLIW0D3)
Koijod suyauaq 3 Asejes |eniul dojpasq

(019/shep oen/shep oIs ¢wialsAs Juswainal swes

- PauIWIBIaP 3] SHIBUS] JIBUL ||IM MOY) - SHjaUS( Jje1S
‘Buluue|d yH o3 paje|el suollepuawiwodal dojsasg
sjujod uted jenusiod

pueislapun Jan1aq o1 Aunog ooy wouy bunesedss

40 ss9201d a10]dx® 0} SUOP 9q O} SPIU YoIeasay
pieoq waishs mau 1oy

padojeAsp uolepusWwWOdal ainjonlls 196png [eniu|
pieoq

wa1sAs mau oy padojaasp uoliepusiwodal sanuoud
90IA18S pue SafliAoe WalsAs jo dewpeos [-1esp
pleoq

walshs mau Aq paroidde Aorjod Buyels jessusb jeniu)
pleoq walsAs mau 1o} padojsAsp UOIIBPUBLILLODAI
1010311p/l0jeNSIUlWpE WalsAs Mau | |

pawiio} a9 ||IM 3 uaym ‘Alunod Aq wuswuoipiodde

pue s]eas JO Jaquinu/az|s :solsLvloeleyo

pleoq walsAs Mau o) UoEpUSWILLIODaY

(¢funoo s1eyy ul Ty ayi se A108y} Ui uoiouny

shem|e A1eiqy| soinosal Bunsixe ayi [|IM Jo washs
80-01 9|OYM By} 10} BUO BI8U} S| (S8LIEI]I| 924N0Sal
OM] 3ABY BM UBD (SalIeIql| 92IN0Sal 3y} JO 8j0d

3yl a9 [JIM 1BYM) Wid1sAs mMau 10} UOIEPUBLLILIODS]
A1eiqi] @21n0saYy S, 291WWIOY 8yl SI 1BYM

;wa1sAs pabiaw e YuM 1usioly)e

alow aq [|Im walsAs AiaAljep Ino jeyl 0uUspiAS

219y} s| ¢abueyo Lianlap MOH sk yons suonsanb
1amsue Buipnjoul 'ssa00ns panuiuod 1o AIsAlsp

711 01 papasau ale sabueyd (Aue i) 1leym aulwiLlag
ue|d uonedIUNWWOoD

pue saujawiy dojaasp pue sabisw [enusiod e

Bunnp suoned ino o1 adiAIas Ul uondnisip Aue Ajuap)




SpJeoq yjog pue siojpalip welsAs

Jo}oalip weishAs S

Jojoalip welsAs S

yes Abojouyos) walsAs

sl0jo8lip Walshs

10092 8dueUl WelsAs mau aq o0} padde) yejs walsAs

sI0}08.Ip Welshs

1009 8oueUl WajsAs mau aq 0] padde) yeis walshs

1002 soueUl Wa)sAs Mau aq 0y padde) yels walsAs

1000 20UBUl JO/PUE S10}08lIp Wa)sAs

seaJe 9soy] Ul yels Wwelshs

[eAcidde gj yym/siooauip weisAs

SJ0}J08lIp Wa)sAs

S10}081Ip WalsAs

JBUM SUMO oym :uonsabbns O |

Aunoo yoes 1o} ssao0id uofnjosey Aunod

sieak Buimojjoj-sjuswiAed uolje|nadio Juspisal-uou AJUnoD o0y

Jeak 1slij- syuswiAed uole|nallo Juspisal-uou AJunod 300y

welsAs mau sy} Joj uejd Buleys-aoinosal pue ABojouyos] mau e sjeald

swialsAs omy ayy
Jo BuiBiaw sy} 10} JUNOooE 0} sjuswaalbe aoinies Bulsixe Aue sjepdn

wuopejd Buidesypjooq psios|as e ojul ejep
[elouBUL paulquod Jebisw-aid ajelbiw o} ainpadoud Jo juswdojene(

pajy pue ‘pleoq walsAs mau
Ag panoidde ‘pajejdwod waisAs mau Joj Aleiqi| 92In0Sal B YIM JoBljuoD

walsAs mau
10} paysl|gelsa Junoooe Bupjueq JaWnNsuod [9AS|-SsauIsng suo ses| Iy

WISISAS Mau 1oy paysi|gelse Junoooe 4|97 |M dUo ises| 1y

aAnoe pue Joj-palidde wajsAs mau Joj sniejs |[ebs| siels B [eiapa

wolsAs
M3U 0} SWa)SAS p|o W0l spiooal Bulliajsuel) 10} payliuspl sseoold

pajy pue ‘paubis
‘parejdwod ‘payelp ,walsAs mau, Joj sjuswoaibe Aleiqi| Jaquisiy

pajy B pajejdwoo walshs mau, Joj ueld weisAs

pajejdwod swaisAs ,plo, Jo spodal [enuuy




Wwie)sAs Mau 1o} ainonis
Kaijod |eniut ue ojul abiaAU0D pue swalsAs pjo oM} sy} Jo saioljod Jouiw aiedwo)

pleoq wajsAs mau Aq panoidde 1obpng |-1esA

pieoq weisAs mau Aq panoidde Aoijod sygeusq p Alejes jeniuj

diysispes/uonensiuiupy

pJeoq waelshs mau sy} Aq pajuiodde Jojosiiq/iolensiuiupy

ZPoS0P STO0IJ0 SU0 JT JBIS WaISAS DUNUNUO/OUTSIKS
0} uaping B aq 1ey} |\ ¢Pe1eo0| 8g S8dI0 Wa)SAS mau ey} [[IM 8Jaypp

pleog waisAs mau Aq panoidde pue psieald pieoq walsAs mau Jo smejAg

90IAI8s AJAI|ap JO UONEPI|OSUOD SSalppe 0} SS800.1d

¢salelql| Jo Aoeoiyse syl ajeiisuowsp
d|ay 01 s|oAs| walsAs pue AJUnood ‘[enpiAIpul 8y} 1B SOL1BW pue uojiez||ensiA
JO 110s awos 1o sydeib elA elep uo snooj 0} Allunijioddo ue aqg a1ayl pjnop

‘suoJied 1no 10}
SS900B |BSISAIUN 10} PlEOq BY} SSOIOR S80IAI8S/dN-18S swes syl Wodj Jjauaq pjnod
oM ‘Buluesiy iapimwialsAs |enusiod uoneoiidde/bunium-1uelb e aq aisyl pjnop

S82IAI8S We)sSAs aulwls}ep
0} Buiuueyd oibeje]S

0} paje|al suoljepuswLI0dsl
a9)iwwod juswa|dw

‘(Hoddns ejisgam 81| S8dIAI8S

Hd 1o} Aed sauelqi ST7ST 2WOS MUY} | 9 SOIAISS | | 8WO0S 10} 99} Alinoy ue Aed
salelq)| Jequiaw ‘SY Ul Ajjualind) ¢pajoeliuo, aq 0} Pasu ||IIS ||IM SB2IAISS JBUM.
¢diysiaquiawi

418y} jo ped se saueiq)| slaquiaw 0} papinoid aq [|IM SB2IAISS Hd PUB 1| IBUA.
S92IAI8S/S82IN0Ssal Ul Sjuswadueyua Aue Jo Buiuieb em aie sa2iAIas JayUny JBUA .
:Buipnjoul seoInIBS WBYSAS Jo uoieulwlsla(d




;1obiow 1s0d sieak g ¢1eb1ow 1sod Jeak | - ajep aininj e je "0}e ‘Juswisalbe Aleidql|
901n0Ssai ‘syuswoalbe Aleiqg Jaquiaw sjuswnoop Asy mairal 0} a|npayos dojeasq

(esmwiwiod
uonedojdxe Jeblawu ey} wouy uoiepuswiwodas Buisn) Aleiqi| 82Inosai sulwISleQ

¢80 WI)SAS MBU BUj} JO SWEU 8Y} [IIM JBYAA




JeaA jo Suiuuidaq

vlep 1o51aw-1s0d 2 21d aredwo)) 1¢ pazEBio pezgeuuLo) 5q P03 SuuElL

J3UUBW JUBIDLYS Bi0W
© Ul SWaY| [BIDUBUY 3|pUBY 03 3]gE 3G PINOM UILPY

(‘moyy

0} BNURUOD S{ELISIEW B} JEL} OS SANSS] Y)|eay Jo [edlueydaw
pajoadxaun BuiiaAod jo qof Jayaq e op 0} a|qe aq Aew
SI0J0B1UOD Jo dnoib pajelBajul 10 Jopuaa Jabie| v Aiaalep
Ajep 112y} Buiyeb woly sauelql) sjuanaid sawnawos siy) ‘YIS
S] BUOBLLOS JO UMOP SHEBI] 3]OIYaA & JI - ,suoliesado uosiad
2U0, oM} se3) JE ale alay) :a|dwexs) aolaes ay) Jo Aoualjisal
1a)e216 20npOAUI OS|E PN Alalep ubisapal 0} spoy3
‘Aianijep jeuoibas ybnoiy) sjelisjew ukeiqo o} sall-em
uosied aonpal Jayuny o} sapiunpoddo a)eald os|e pinom Siy L
‘sieak ayy JaAo sjulod Buiklea je yoseasal snoinald ybnoiuy
ao1nes Asenlep auy Bunepiosuod uj sBuines-}sod juedyiubis
8q pINom 813U} 9A3I1[3q O} UoSEas ARY | "UOIBa] IHVHS
aIpua ay) ansas 0} Jopuan ajbuis e Bundope ul 1sesul
swiayshs Areiqi Aunod eysousy uo Buipuadsp ‘sa1y} 10
oM} ol S}oe]u0d Aiaalep sjeledas any 9B1aAu0D 0) walshAs
Mmau sy} Joy Ayunpoddo ayy mojfe pinom Jabiaw wayshs v

‘eale S|y} ul spoye pajesldnp

10 10} B 32Npal pjnom swajsAs om} ayy Jo Jabiaw v “aw Jo Jo
© Sa)E) SIYL "Sa3WWod AIOSIAPE UBlielq)| OM) pue ‘spieoq
wajshs oM ‘syels WajsAs oM ‘sainjonis sajessiuiupe

om) Aq panoidde pue ‘payoiessal ‘pajejdwaiuod

a4 isnuw salayds welsAs sassoL Jeyy Hoya Aue ‘Ajuanind

2onpal [Im peod ajbuls e yim waysfs sjbuis

uoisinoid
20IAISS paulEanS

Bupjew
-uolsioap aulleans

awy enes

ejep 1a51aw-3sod 2p axd aredwo))  juswdojansp dde ‘poddns jeuonippe sapinosd (|

‘sauelqy] ‘yels wayshs o sjs Bunsixa abelans

‘saLeld| Jaquiaw au}

0} synsas Buuanljap Jo ssao0id ay) aulweals o} padojensp

BuI2INOSINO 2INPal pue UOKEIOYE||0d 3SBAIOUI 3 UBL) UED S3INPadoid A|9SOj0 10w S)eulplood 0} 3jqe pue

0} uogexnsiulwpe AJUNOD pue ‘SBIIIUNWWOD 001 3UO, JApUN ag pinom ybuals ye)s Jo seale pue Jsbisw
B UJIM USIUBA PINOMm Saulj 9SOy "SWa)SAs om} sy} usamiag
1sixa Apuaiind saul Ayoeded pue diysiaumo (e e ‘ples
jey -Buneys-sdialss Jo Jo| e Buiop Apealje aie am ‘uieby

“(Jayio
10 ‘8}INsSO ‘09¢ YOsoIN “3')) utewop Buuepus|ed/iews

sjuene pue sweiboud 31BuIs B Ul 3q Allenjuone pinom SeLIEIG) JaGLSL |

syjbualys waysAs asueyuy

s30IA19g anosduwi}

paded spjoy auljuo pue uosiad-uj je souEpUS)E v%m@om_ *  asneoaq Buuepuales jusrs Aleiq) o} yoeosdde pajeurpiood e
ejep 1aBisw-isod 3 a1d asedwiod 310 77| U0 3duspuadap ss3| ‘AJanlep Jarsed w%.w_.:ﬁom_ UMMMN.M:" * ansind o} Ayunpioddo Jeyaq :aiduuex3 “uoneloge|joo Juslowe . SSaode uosed anoiduw]
:sa|dwex3 el mwo_ﬂ_mm nmmmm 210W JO ULIOJ B} Uf ISSHIUBL [ BSJE SIU} Ul Justenoidwl jey}
j anallaq | “Buueys-a0in0sal 0 Joadsal Uym auop usaq Apealje
uiboj pue saseqejep WO SORSHels SBESN/SSaROY + s e 6] S S UBnoJY) SaUEIgH
aU) PajEpIoSU0D APEalle aABY SWasAs oM sy} asneosg
sosajiiL Aleo ¥OWUI0D0 ueig sauuig Wwepy SYo anelg sa|dwex3 |20




uiep 1efow-isod ;p ard sxedwo )

pauelulew
3duejeq ‘suoidRAqNS YSIBMING SUCRIPPY

sBunssw .mm_“_>=wm \cm\% ydnisip 0} mo: mmmom Alenpesd womcmcu
. . y aq ued ("2 'Alaajjap o) sebueyo Bujews ‘weisis mau el
mcmuﬂm_ﬂ" .ww.%mww:\swmuwﬁ_w “M"EHMMM__MM Aq patayo saoiaies Jo ajyoid [eseusb auy Buiseasouybuibueyo
pue mm:.c:ﬁmoa do o, >m“.: mwz_c._w_NEou pue :sa|jdexs) sessacold Auew ey} S| UOHEIOqL||0 WeIsAS-Jaul !

e _m5 INSUB O} SWIS|UBLOBW B)EBI - yonwi 0s BuiAeY JO Jyauaq ayL “pajebiiw uaaq Apease aney

0B SIU) 199U O} popos Sl 1oy sabueyo wiajsAs Aseiqy Jo Areigy e uaum suaddey ;

1 soa0p gof pue ‘sapIqisuodsarsaio) BuUS 18U uondnisip 8y} JO JS0W ‘SpJom Jayo Ul - suoned Buinies
sdeuiod “siqissod i Je)s SWEyAS 2 LiEloN - U} sHoya |eoo] Saueiqy ay) o) suop Bureq wuey 1o} lenusiod
: g B} 9es Jou op | 'S ue Buueys Apealje aie am asnessg |

sajlel

paaosdwi 10
PaUBUIEW Bl SSOINIS

wuey ou og

e3s pazijeads
$92.n053J J2YI0 ‘saseqelep 0} Spuny [euonippy

“INGIN0 BIIAISS BIOUL MOJ[E IO 'SU} PUB ASUOLUL U} 10D

ay) esealap Osie PIN0D (SUoeRSILIWPE Waysks sy} usamaq
SULOYS PejesHdNp JO UOREUILLYS SU) JO JINSaL B SE) UoisiAcd
901AI3S 1] JO BBIE DY) Ul SBRUSIY)S Jayung “ajyoid Buyess:

“suewssBe Buiseyaind oy 0} Aljerosds 201A19S Mmau  ppe 0} 1e6pna Yels Ul 314
{eRI0SU02 puE sjuncasip Ayjuenb yBnoiyy sess O+ 0} ¢” ussmgeg dn-sa1p PInod ueoy Areiqsiuj 0) yoeosdde
Jo seloucoa Jajealb pue Jemod Buiing aseasou| weyshs ay) Suptiomay ease sij Ul Aueanubis sisoo:

Jamo| Kigeqoid jm aotaises AJsAlap au) ug sabuey) "esse |

SIU} Ul $1$02 Jamo| Aew sapyoe) washs Buizis-1ybiy “suogeal
pue Buninsuod Aleigy 03 yoeoidde aaoe aiow e puk spafoid
13410 UO PBSND0} 9G UED JeU Sl SARENSIUILPE dn-89)) jiwm !
SUOISIDSP ajgeuonoe sonpoid o) seye) i awl sy} Bupnpey |

Pedw] pie sjels
-Xeul ‘2|eds Jo SaILIOU0ID
‘PEAYIBAC BONPIY

Asuouw aneg




Appendix D: Letter from Ben Miller to Arrowhead and Lakeshores
System Merger Committee



WISCONSIN DEPARTMENT OF

Public Instruction

Jill K. Underly, PhD, State Superintendent
Date: Wednesday, April 20, 2022

To: Arrowhead Library System Board of Trustees
Lakeshores Library System Board of Trustees
Steven Platteter, Director — Arrowhead Library System
Steve Ohs, Director —Lakeshores Library System

From: Ben Miller, Director
LibraryServicesTeam
Division for Libraries and Technology

Subject: ~ Arrowhead and Lakeshores System Merger

In the opinion of the Division for Libraries and Technology (DLT), a merger between
Arrowhead Library System and the Lakeshores Library System would contribute to the
greater good of public library management in Wisconsin. System mergers are voluntary
and ultimately a matter of local concern but DLT staff see statewide advantages to this
merger specifically.

History has shown that changes in territory of public library systems have the best service
outcomes when they are voluntary, and that attempts at territory change can be
challenging for many reasons, including perceived loss of local control, trust issues, fiscal
challenges, and transition processes that are in any way unclear. During the past two years,
strong connections have been established between system leaders ata statewide level.
This has cultivated a cohort of system directors working together to share their knowledge
and expertise for the betterment of all systems, which makes this an ideal time for a
merger.

During the Public Library System Redesign (PLSR) project, Wisconsin library stakeholders
advised DLT to “apply the approaches of enhancing collaboration and reducing barriers to
support voluntary changes in territory served by public library systems with the ultimate
goal of reducing the current number of public library systems.” This merger will directly
address this goal and provide DLT with the opportunity to develop a guide to assist public
library systems in effectively planning for any future system mergers or expansion, as the
PLSR Steering Committee recommended in theirimplementation plan. DLT is committed
to providing incentives and support to assist Arrowhead and Lakeshores as they move
forward with this merger with the intent of creating a model for statewide support of
potential future merger explorations.

Due to ongoing advancements in technology and the evolving needs of member libraries,
mergers between any systems in the state are generally expected to help address service

PO Box 7841, Madison, WI 53707-7841 e 125 South Webster Street, Madison, WI 53703
(608) 266-3390 » (800)441-4563 toll free » dpi.wi.gov



capacity issues experienced by library systems individually. This would result in higher
quality and more comprehensive services than smaller public library systems such as
Arrowhead and Lakeshores are able to provide on their own.

While Arrowhead and Lakeshores have already combined a number of key services
essential to a successful merger, a fully merged system could expect even greater
efficiencies by combining the assets of the two systems, including state aid payments. This
would allow the new system to better leverage increased resources and capacities to
improve services for all member libraries and library users. Examples may include: reduced
space and utilities for a system headquarters, enhanced administration and administrative
support, as system staff may be able to focus on new and innovative services rather than
duplicative work. A merged system may see additional savings through streamlined
accounting practices and shared procurement.

A successful merger between the Arrowhead and Lakeshores library systems will create a
win-win-winsituationformultiple stakeholdergroups. For systems and system staff, it will
resultinareductioninduplication of publiclibrary system administrationandservice
activities notalready collaborated upon. For DLT, itwill fulfill an obligation to Wisconsin
library stakeholders, who specified areductioninthetotal number of publiclibrary
systems. And, most of all, for residents of Racine, Rock, and Walworth counties, a
successfulmergerwillhelptoprovide the bestservice possibleforallmemberlibraries
and library users.

Cc:

Tessa Michaelson Schmidt, Assistant State Superintendent — Division for Libraries and
Technology

Shannon Schultz, Public Library Administration Consultant — Library Services Team



Appendix E: ALS/LLS Library System Merger Exploration
Communication Plan




Library System Merger Exploration
Communication Plan

Goal: Open, transparent, two-way communication

This exploratory process will rely on transparency and will hinge on open, honest communication. The
Committee will be responsive to stakeholders and receptive to their input throughout the process.

Committee Email Account

The Exploratory Committee’s email account, als-llsjointcommittee@wils.org, will be checked by the
process facilitators daily. All communications will be shared with the Committee in advance of the

upcoming meeting.

Committee Meetings

The Lakeshores Library System will create a Merger Exploration page on their website.

Agendas and minutes will be posted to this site along with communications sent to the Committee.
Meetings will be posted on System websites a week before, along with an agenda and if virtual, a link
for the public to join the meeting. Draft minutes will be posted within one week of the meeting and final
minutes will be posted as soon as approved by the Committee.

Committee Members

Because the Committee is made up of library directors and system trustees there is a likelihood that a
quorum of the body may be present at any meeting of the system boards or the system library advisory
councils. When this occurs, the committee members may share information and gather feedback,
however, no business of the Committee should be discussed or acted upon.

Communication Materials

Materials created and shared throughout the process will be saved in a Google Drive folder containing
all public documents related to this ongoing process.



Communication Matrix

Tactic

Stakeholder(s)

Timing

Description

Blog posts

Member libraries,
trustees, municipal
and county leaders,
community members

Monthly, within a
week of preceding
Committee meeting

Short post that will be shared
on the project web page that
provides highlights of
Committee work.

Newsletter articles (using
existing system newsletter)

Member libraries and
trustees

Monthly; in
newsletter that
follows most recent
meeting

Short article that provides
highlights of Committee work.

Meeting for each System -
standing agenda item

Updates at System Board | System trustees Monthly Brief updates, provided by the

Meetings - standing planning committee as bullet

agenda item points, to be shared by a
member of the planning
committee

Updates at Directors Member libraries Monthly Brief updates, provided by the

planning committee as bullet
points, to be shared by a
member of the planning
committee

Updates at county
meetings

Government officials
and stakeholders

As needed, phase I
or I

System directors should
request time for a brief update
and conversation on meeting
agenda

Updates at/for member
library boards and
municipal leaders, as
appropriate

Member libraries and
trustees; municipal
leaders; and
community members

As needed, phase Il
or

Brief updates, provided by the
planning committee as bullet
points, to be shared by a
member of the planning
committee; Committee
members may request time on
agendas for updates and
conversation

Press releases /
newspaper article content

Community members

As needed, phase Il
or lll

Short article that provides
highlights of Committee work.




Appendix F: ALS/LLS Merger Exploration Stakeholder Questionnaire
Results
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Appendix G: Master System Agreements list
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Appendix H: ESLS/MWEFLS Joint Merger Committee
Recommendation Report 2016




EASTERN SHORES LIBRARY SYSTEM &
MID-WISCONSIN FEDERATED

LIBRARY SYSTEM
JOINT MERGER COMMITTEE
RECOMMENDATION REPORT

JUNE 16, 2016




Recommendation

The Joint Merger Negotiation Committee of the Eastern Shores Library System (ESLS) and Mid-Wisconsin
Federated Library System {(MWFLS) voted on June 16, 2016 to recommend that the two systems merge
together to become a new four county public library system effective January 1, 2017. The committee
requests that the boards of both systems and the boards of county supervisors in the four counties of
Dodge, Ozaukee, Sheboygan and Washington consider and approve a resolution supporting this merger.
See Appendix | for an example of a potential resolution.

Background

After the Mid-Wisconsin Federated Library System engaged in an exploratory process in the second half
of 2015 to identify potential system merger partners, the Eastern Shores Library System and Mid-
Wisconsin Federated Library System began discussions in February of 2016 to determine the feasibility
of a merger between the two systems. This process was led by a Joint Merger Negotiation Committee
made up of six representatives from each system. WiLS (Wisconsin Library Services) was hired as a
consultant to help develop the negotiation process and facilitate meetings of the committee. The Joint
Merger Negotiation Committee was made up of the following individuals.

Eastern Shores Library System Representatives:

e Linda Bendix, Director, Frank L. Weyenberg Library of Mequon-Thiensville
e Amy Birtell, ESLS Director

e Garrett Erickson, Director, Mead Public Library {Sheboygan)

¢ Jim Hughes, ESLS Board President (Sheboygan County)

e Robert Nitsch, ESLS IT Specialist

e Steve Ruggieri, ESLS Board Member {Ozaukee County)

Mid-Wisconsin Federated Library System Representatives:

e Amy Becker, Director, West Bend Public Library

e  Patrick Busch, MWEFLS IT Director

e Michael Gelhausen, MWFLS Director

e Mark Hanson, MWFLS Board President (Dodge County)

e BretJaeger, Director, Waupun Public Library

e Margaret McFadden, MWFLS Board Member (Washington County)

On February 15, 2016, the systems directors and a board representative from each system met to
discuss a roadmap for the negotiation process. The full Joint Merger Negotiation Committee first met
on February 29%, in addition to the following dates: March 14%, March 28", April 11, April 25", May
25% June 2™ and June 13",

The committee focused on key service and system topics that it determined needed to be addressed
during this process. More detailed information, findings and agreement information about these topics
can be found starting on Page 3. As the committee would come to agreements around a topic, the
topic would be taken back by each system for discussion by each system’s internal merger committees



to discuss the potential impact to their members, in addition to holding other discussions through other
system communication with members or at other system committee meetings. These internal merger
committees served as the bodies for discussion and decision-making within a system. This process is
where various options related to a topic would be redeveloped to propose new compromises or changes
until an agreement was reached that both the Joint Merger Negotiation Committee and internal system
merger committees would support.

In addition to the committee meeting and decision-making process, other meetings were held to help
inform the process. This includes a demonstration of Polaris, the shared catalog platform, for the
MWELS libraries. Also, the circulation committees from both systems met to find common ground
among their policies and procedures to identify areas of agreement that would exist in the new system
around circulation through the shared catalog.

Why is a merger being considered?

Particularly over the last five years, public library systems around Wisconsin have been experiencing the
impact of reduced or flat system aid funding from the state while expenses continue to increase.
Changes in system membership and less revenue have put both systems in the position of having to
reduce staff and/or services. The result, to different degrees in both systems, has been a reduction in
services to libraries.

The goal of this negotiation process was to determine the following:

1. If, due to an increased economy of scale and greater purchasing leverage with vendors, services
could be provided at a similar or less expense to the system and member libraries.

And/or

2. Services would minimally be provided just as effectively, but preferably would be improved for
both libraries and patrons.

Due to the differences in funding formulas and various policies and procedures, there were a number of
challenges and ideas for the committee to consider and work through. Through continued discussion
and compromise from both systems, the committee came to agreements about services they
determined at the beginning of the process needed to be addressed to determine the feasibility of a
merger.

There is still more to do related to operational decisions and new agreements to form the new system.
This includes strategic planning to identify how the new system will lead and innovate moving forward,
how the system will communicate and how it will to continue to find opportunities to provide improved
service as a four-county system. While not every service in the new system will bring the same benefits
to each library, the sum equates to a significant gain in value in the services that can be provided as a
merged system, specifically those the patrons value most.

The agreements the committee came to include recommendations about what services will be provided,
how they will be provided, how services will be funded and how decisions about the services will be



made in a new system. Based on the agreements and compromises made during this process and
resulting service recommendations, it is the determination of this committee that the merger of the two
systems will:

1. Improve services to patrons through easier and more efficient access to more resources. The
shared catalog will contain more than 1.1 million holdings (currently ESLS has more than
600,000 holdings and MWFLS has nearly 500,000).

2. Save libraries approximately $98,000 cumulatively system fees being paid by member libraries
for shared services.

3. Improve the sustainability of and in key areas improve system services to libraries.

e Increase in in-system continuing education opportunities for library staff

e Improved technology support and expertise

e Maintaining the same levels of delivery service to each library, but funded fully by
system aid

In the fall of 2015, as part of the MWFLS merger exploration process, libraries in both systems
responded to a survey regarding the importance they place on system services provided to them and
their satisfaction with those services. The services both systems placed the highest importance on were
the shared catalog available to patrons, technology (both support and innovation) to libraries, delivery
and a strong administration.

As noted in the three benefits listed above and documented in the following sections providing more

detail about the areas of service agreements the committee reached during this process, the areas of
improved services to libraries and patrons through this merger reflect the service areas the libraries in
both systems indicate are most important to them.

Recommendation outcomes of services and topics addressed by the
committee

The following are recommendations of service and system agreements, with additional details, the
representatives from the two systems agreed on and used as a basis for determining its
recommendation to the two system boards and four boards of county supervisors for the merger of the
two systems. These form the basis of a system plan the committee recommends the new system board
use for the operation of the system the first year, and beyond if the new board so chooses. The
committee does recognize these are only recommendations to help the new board with its work of
starting a newly merged system and that the new board will become the decision-making body for the
operation of the new system.

System program budget, staffing, resource library agreement, library fees for shared services and
merger expenses.

Agreement of service:
e The committee agreed on a proposed system program budget that was developed for a merged
system, both the structure and allocations {See Appendix A).




Also, the committee accepted the recommended staffing structure for the new system (See
Appendix B).

As part of the service plan the system will contract with a Resource Library, Mead Public Library
(Sheboygan). The committee agrees to funding of the contract and the services (see Appendix
C) Mead will provide for the contract.

The committee approved a member library fee formula for shared services. The breakdown of
these fees by library can be seen on Appendix D.

Lastly, there will be one-time costs to merge the systems. The two systems currently have a
combined $330,000 in available reserve funds to fund these expenses, which are estimated to
cost approximately $240,000. The committee accepts these cost estimates (see Appendix E) as
an indication there is sufficient funds to fund this merger and that, especially after the MWFLS
headquarters is sold, the new system will begin with adequate reserves.

Considerations:

Impact:

The budget reflects the plan for services in the new system and these services fulfill the
statutory requirements {see Appendix F).

An additional delivery truck will be purchased through the Commission of Public Land Loans if
the new System Board approves the use of loaned funds. The proposed budget includes loan
payments to cover both vehicles, this new one and another previously purchased with a loan.
Grants to libraries will be evaluated at a later date following completion of the merger process.
The Resource Library contract total is $100,000 of which 70% will spent on content and 30% will
fund the staff support for this collection work.

As previously noted the total fees to libraries will be $98,000 less than they currently total in
each system. It needs to be noted that not every library will see their total share of system fees
be reduced, either due to the recommended formula change or a change in funds going to the
libraries through grants, etc.

When the MWFLS headquarters is sold, not only will the funds from the sale go into the system
reserve fund, the new system will save approximately $25,000 per year in ongoing expenses
that has been put into the budget to maintain the facility while it’s on the market. The most
recent audit lists the building value at $299,000.00.

This budget results in overall less fees to libraries and the system fully funding delivery and IT
support.

The gain in staffing levels, particularly in IT, provides opportunities to improve service to
libraries.

Governance

Agreement of service: The library director advisory council in the system will work on a consensus

governance model. When itis not possible or feasible to reach consensus, the council of directors will
use a weighted voting model based on a reverse of state librarian certification levels, which are based
on population. A Grade 1 library will have 3 votes, a Grade 2 library will have 2 votes and a Grade 3



library will have 1 votes (see Appendix D) for vote distribution information). A threshold of 75% of total
votes will need to be reached for approval of an item, which will require the support of more than 50%
of the libraries in the new system.

e Grade 1 certification is required at libraries with populations of 6,000 or more.

e Grade Il certification is required at libraries with populations of 3,000-5,999.

e Grade lli certification at libraries with populations of up to 2,999 persons.

Considerations: A number of different ideas were proposed for a voting structure in the new system.
The challenge was to find compromise in the development of a new fee formula when the two system
currently have significantly different models for determine cost shares of system fees. Due to the
potential fiscal impact of decisions, libraries with a higher share of fees sought more weight in voting as
a balance to the higher fee amount. Libraries with smaller populations, and often lower fees, wanted to
ensure their voice is still equally heard and that just a few libraries would not be controlling decisions.
This is certainly the area that all libraries had to compromise to find a solution most can support.

A new board will be selected for the new system. The representation will be allocated among the
counties based on population:

e Washington County — 5

o Sheboygan County — 4

e Dodge County —3

e Ozaukee County —3

Per WI state statute Chapter 43, system board members shall be nominated by the county executive in
each county in the system, or by the county board chairperson in a county without a county executive,
and approved by each county board in the system. Each county board may appoint one county board
member to the system board. The public library board governing the designated resource library shall
have at least one member on the system board. The remaining system board members shall include
such representatives of the library boards governing public libraries of participating municipalities and
counties and public members appointed from the counties at large as the county board determines.

Impact: While both systems have typically been able to handle the majority of their decision-making
through consensus, the switch to a weighted voting system with a 75% threshold for passing an item will
be new for both systems. This will be something the new system will need to monitor to determine how
it is working for them.

Integrated Library System (ILS — shared library catalog)

Agreement of service: Based on the information reviewed and the demonstration of the ILS platform to
MWEFLS libraries, the committee unanimously agreed that the shared catalog platform in the new
system will be the Polaris system currently used in ESLS. This was agreed upon with the conditions that
sufficient and timely training is provided to MWFLS libraries, including organizing it so MWFLS libraries
can shadow ESLS libraries, and that the migration is completed by December 1, 2016.




Considerations:

e While the determination has been made for the shared catalog in the new system to be Polaris,
libraries in both systems indicated a desire for the new system to explore next generation
platforms in the future.

e See Appendix G for information about cataloging in the new system.

e The two circulation committees met and identified that most libraries share similar circulation
policies. It was agreed that in the new systems circulation policies would try to be standardized,
but that current policies at libraries, including loan periods, will be allowed to exist as they
currently are at member libraries.

e The system will use the local holds feature.

Impact: The biggest impact will be to the patrons in the four counties. As noted earlier in the report,
the combination of the catalogs will provide patrons with significantly more resources at their disposal.
The next biggest impact will be to the MWFLS libraries. MWEFLS libraries and patrons have went through
a couple of ILS and resources sharing changes the past few years. ILS changes are significant to libraries
with a migration to a new platform.

Technology

Agreement of service: The system will provide technology services and support as detailed in Appendix
H.

Considerations: The new system technology team will work with each library to determine additional
technology products and services, such as virus protection, etc., each library will want and will provide
libraries with alternatives and fees for their share of any coordinated technology product they choose to
get from the system.

[mpact: While there may be little impact for a handful of libraries, depending on how much technology
support they handle themselves, this is an area of service where improvements could have a significant
impact for libraries and the services they provide patrons.

e Currently MWFLS employs a full-time employee with duties split up between being the IT
Director and ILS Administrator and ESLS employs a full-time employee that is a dedicated IT
Specialist. In the proposed staffing model for the new system, these positions exist as two full-
time staff dedicated to IT.

e Inaddition, the proposed model and budget also calls for a third IT staff person. This person
may not be hired until needs are identified in the new system.

o Lastly, there is $20,000 allocated through state aid for research and development for technology
in the proposed 2017 budget.

Delivery

Agreement of service: The committee unanimously approved that delivery be a system run service with
two routes providing delivery five days a week, daily sorting for the next day’s deliveries, holds pulled by




each library at least once a day and arranged delivery for interlibrary loans through the Wisconsin
Libraries’ Delivery Network as currently provided by the South Central Library System. The system will
perform a study of delivery after 18 months to determine if there is any potential need for a third route
and to do a comparison of costs between system run services versus contracting with a private courier.
Following this study, the service should be studied every 5 years or less.

Considerations:

o The system will need a second garage location for the second van and route. This will be located
in the West Bend area. It was recommended that any lease for this space be short enough to
allow flexibility should the system need to make changes after a service study.

e The two-route configuration will have one route run from the system headquarters in
Sheboygan and will serve Ozaukee and Sheboygan libraries and the second route from the
second garage serving Dodge and Washington counties.

o Due to the uncertainty regarding delivery volume after the catalogs are merged, the new board
and staff will need to monitor route capacity to determine if a third route needs to be
considered before a delivery service study is done at 18 months.

e Sorting of outgoing materials will be organized to be flexible to allow each library to sort within
available library space.

¢ The system will work with the hold sequence to balance loads for libraries to best manage costs
at the libraries for staff time handling incoming and outgoing delivery.

Impact: The result will be more access to resources through an expanded shared catalog. This will
increase delivery volume; however, it is not possible to predict this with any certain accuracy. This
increase in volume will be due to patrons finding more resources with the expanded catalog.

Headquarters

Agreement of service: This topic was originally discussed at the February 29" meeting. At the March
14, 2016 meeting of the Joint Merger Negotiation Committee, MWFLS presented that they recommend
the headquarters for the new system be in Sheboygan at the current ESLS headquarters. They also
recommended that the new system would use the remainder of the lease to do an in-depth study as to
the future need for a headquarters including location, space needs, staffing, system services and
delivery option. After more discussion at the March 28" meeting, the recommendation was
unanimously approved by the committee at the April 11, 2016 meeting.

Considerations: The current ESLS headquarters lease has an exit clause that would require the system to
pay the building owner all the rent owed through the remainder of the 7-year lease. This currently
would cost approximately $280,000. This exit clause is the main reason the committee determined the
new system would need to be headquartered at ESLS’s current location. The current MWFLS facility,
which is owned and paid for in full by MWEFLS, will be put up for sale upon the agreement to merge
being completed. The funds from this sale will become part of the new system’s reserve budget.

Impact: Sheboygan is not a central location for the four counties and will be located at the far northeast
point of the new system. While this is not ideal, it is something that can be managed until it is feasible




for the new system to consider a more central location. A new, central location will have the positive
impact of balancing out distances between member libraries and the system headquarters, allow for a
search to seek a space with a larger meeting room to accommodate the larger system and increased
attendance at meetings, and centralize delivery to be done out of one location, which will increase both
service efficiency and service transit time within the system.

Continuing Education

Agreement of service: The new system will continue a relationship with Southeast Wisconsin Consortia
for continuing education for library personnel and board members. The Bridges Library System, SEWI
Consortia coordinators, will work with the new system to provide CE in our boundaries. This will allow
more library personnel to take advantage of continuing education within a reasonable distance.
Continuing Education and consulting has $18,000 allocated for workshops and courses for system library
members.

Consulting

Agreement of service: The committee did not discuss consulting as a key topic for determining the
feasibility of a merger other than to discuss that consulting services will be provided by the new system

to fulfill statutory requirements. Consulting services and expertise outside of those required will be
provided according to the abilities of the new system staff and their area of expertise.

Implementation process and timeline

The Joint Merger Negotiation team recommends that the ESLS and MWFLS boards approve the creation
of an implementation board to be established in July 2016. This board would be empowered by both
system boards with decision-making authority to approve necessary actions for the formation of the
new system, including, but not limited to, the creation of new system board bylaws, the creation of an
employee handbook and other new system decisions. This implementation board would be in effect
from July 2016, through December 31, 2016 or the formation of a new system board, whichever occurs
sooner.

The following is a draft of timeline projections for completing the merger process.

June
e June 27" - ESLS system board votes on committee recommendation to merge systems.
e June 28" - MWELS system board votes on committee recommendation to merge systems.

July
e Begin presentations to county supervisors
e Meet with network vendor to plan the network changes
e Talk to Bob Fish about purchasing another truck
e Send Purchase order to Polaris. Schedule migration and Go Live date
e (Create EasiCat agreement/fee structure out to all libraries and their boards for approval



e (Create new system membership documents for member libraries to sign and approve
e Naming contest

e New System Board constructed.

e Contact South Central for arranging delivery in December

e Continue to meet with Supervisors for approval of merger

e Jointcirculation committee created: circulation policy

e Member library Boards reviewing/voting to approve membership agreements

e Begin process of obtaining a new name

e Computers updated to handle Polaris, etc.

e Migration work begins/ Authority Control upload

e Put building on the market (Once Dodge and Washington Counties have approved plan)

September

e Computers updated

e File paperwork with Commission of Public Lands for funds to purchase new delivery truck.?
e Member library Boards reviewing/voting to approve membership agreements

e Begin designing logo

e Begin Polaris training once training server is set up/established

e Order new truck due to system in November.

e Develop press release announcing the formation of the newly merged system.

October

e Board approves new member agreements with updates of additional county and new name
e Hiring of three delivery drivers for new route

e October 15, 2016 System Plan to DPI

e Board approves contract for Storage Bay for Delivery truck

November
e Purchase a new truck
December

e (o lLive
e Begin Delivery
e Receive State payment for new system

January 2017

Network migration complete



Appendix A

The following is the proposed 2017 program expenditure budget for
the new system followed by the revenue budget.

PROGRAM BUDGET FOR 2017
ACCT.# . DESCRIPTION ] Total Budget Narative
0.01 ADMINISTRATIVE SALARY 67,936.00 |1FTE
0.02 PROGRAM STAFF SALARIES 471,382.43 8.95 FTE
 0.05 SICKLEAVE _ 19,087.00 Sickleave

0.06 FICA _32,382.00 FICA
0.07 WRF | ~26,905.00 Wisconsin retirement
0.08 LIFE | 793.00 |Lifeinsurance

1131,711.00 Health/dental ins
3,139.00 Worker's comp
~500.00 Unemployment
85,429.30 Delivery Bins/Cataloging materials/ WPLC
- See County funding spreadsheets
200,400.00 WisCat Subscriptions/Resource Library/computer-network licenses/ Polaris
8,000.00 Audit expense
100,320.00 South Central Delivery/OCLC/Backstage Authority Control/ WiLS/Bluehost/EAP/ attorney/DOT
500.00 Wire fees
3,180.00 Postage machine/copier
6,000.00 Penske maintenance contract for two delivery trucks
20,000.00 Fuel for delivery trucks

0.09 HEALTH/DENTAL |

0.10 WORKERS COMPENSATION
011 UNEMPLOYMENT _

0.12 LIBRARY MATERIALS

0.13 PAYMENTS TO MEMBERS

0.14 CONTRACT SERVICES

0.15 ACCOUNTING/AUDIT

0.16 PROFESSIONAL SERVICES

0.17 BANK FEES

0.18 OFFICE EQUIPMENT RENTAL

0.19 VEHICLE MAINTENANCE

0.20 VEHICLE FUEL

0.21 OFFICE EQUIPMENT MAINT.

0.22 COMPUTER EQUIPMENT MAINT.

0.23 PROFESSIONAL DUES

0.24 CONFERENCES AND CONT. ED.

0.25 WORKSHOPS

0.26 TRAVEL

0.27 ADVERTISING/DISPLAYS

0.28 PRINTING SUPPLIES

0.29 OFFICE SUPPLIES

0.30 POSTAGE

0.31 INSURANCE

0.32 OFFICE RENT

0.33 TELEPHONE

0.34 ELECTRICITY

0.35 GAS

0.36 WATER/SEWER

28,855.09 System computer/network maintenance
3,000.00 Dues for system staff/SRLAAW/IUG
18,500.00 C.E. for member libraries
5,000.00 C.E.for system staff
17,150.00 Mileage and travel expenses
1,000.00 Printing cost
3,900.00 Toilet paper, cases of paper, post it notes, pens, pencils, etc.
585.00 Postage
5,575.48 Insurance for building and equipment/vehicles/Data equipment/hired auto
43,265.00 Lease of building and additional bay for delivery truck
2,070.00 Telephone
8,819.00 Electricity
2,678.00 Gas
299.00 Water/Sewer
0.37 CLEANING/MAINTENANCE 2,326.00 Cleaning/maintenance
0.38 GARBAGE/RECYCLING 1,008.00 Garbage/recycling
0.39 MWFLS BUILDING UPKEEP $25,000
0.40 CAPITAL EXPENSES
0.41 OFFICE FURNITURE/EQUIP

R ¥ & ¥ ¥ o ¥ ¥ ¥ e ¥ ¥ e ¥ Y Y Y o o i ¥ e ¥ Y ¥ Y e o i ¥ o ¥ ¥ o ¥ o Y Y R ¥ ¥ R Ve R Vol Vo E Vo SN Vo e 7o A Vo8

0.42 OFFICE AUTOMATION S 20,000.00 ILS reserve fund
0.43 BUILDING CAPITAL EXPENSE
0.44 VEHICLE CAPITAL EXPENSE S 25,000.00 Loan payment for two delivery trucks

0.45 SYSTEM AUTOMATION PROJECTS
0.46 TOTAL CAPITAL EXPENSES

0.47 SPECIAL PROJECT EXPENSES-LSTA $ 25,000.00 LSTA
0.48 SPECIAL PROJECT EXPENSES-NonLSTA
TOTAL $ 1,406,695
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Acct. #
401
402

409

System Revenue for 2017
Description
LSTA Grants
State of Wisconsin System Aid
Library payments for shared services
OCLC
Overdrive
ILS admin
ILS
ILS Ugrade

Total
25,000
1,069,766

64,000
83,929
50,000
94,000
20,000
1,406,695
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Appendix B

The following shows the recommended staffing organizational chart in
the new system followed by brief position descriptions.

P
Library System
Board
(i
System Director
\ML—I——
[ | | [ |
- (Z & 2\
Qutreach Administration
; Database : : : !
Public Bookmobile/ Financial &
iHeam Information Mcifgggnr?;nf/ Youth and Delivery
Nl ol - | Inclusive Services .| Coordinator
]
| |
e (=
- - . Database Bookmobile Bookmobile Six Delivery
IT System Admin IT System Admin IT System Admin assistant** el St Drivers

System Director

Responsible for the administration and management of the Library System subject to
the policies of the System Board and State Statutes

Information Technology System Administration

Responsible for administration of the system’s technology and ILS platform, and serve as
the technical advisor and liaison with libraries within the system.

Database Management/ILS

Responsible for the administration of the shared library automation system for the
participating libraries, monitors and manages the integrity of the shared library automation
bibliographic database, catalogs, and classifies all types of library materials for the system,
bookmobile and member libraries, monitors and manages the digitization program, and serves
as interlibrary loan services coordinator for the system.

12




Database Assistant **¥

Responsible for assisting in managing the integrity of the shared library automation
bibliographic database for the system, bookmobile and member libraries.

Outreach Bookmobile Librarian and Inclusive Services Librarian

Responsible for serving Sheboygan and Ozaukee County residents by means of a
bookmobile. Responsible for the administration of youth and special needs as required by the
State Statutes for the system.

Admin/Delivery/Finance Coordinator

Responsible for the administration of the System office, management of System funds,
and the coordination of business and personnel department functions. Responsible for
operating delivery service among member libraries, maintains records of the service and
maintains delivery vehicle.

Public Information Designer

Responsible for designing and producing art and copy layouts to promote the
understanding and use of public library and system services. Utilize designs for visual
communications media such as brochures, bookmarks, signs, electronic media and packaging.

13



Appendix C

The following information provides more details about the collection
development being done as part of the Resource Library contract.

In-Demand Collection

Mead Public Library will implement an “in-demand” collection on behalf of the new system, contingent
on agreement and implementation of “local holds first” policy. The amount of money allocated for the
“in-demand” collection will be prorated based on the start date of local holds policy.

Process

The new system will allocate funds to Mead Public Library, its Resource Library, as part of their Resource
Library contract to purchase In Demand items to be shared by all system libraries. Using ratio reports,
Mead staff will select, order, catalog, link, and processes In Demand items. They are identifiable via a
unique barcode range as well as a colored tabel-lock. Once there are no more holds on a title, the in
demand copies are returned to Mead. Mead keeps some copies and distributes the rest to the system
libraries.

Member libraries also agree to adhere to member purchasing obligations.

Monies will be divided by collection percentage (physical material accounts for 70% of the Resource
Library Contracted amount):

Nonfiction: 30% (includes reference)

Fiction: 35%

E-content: 15%

Books on CD/Playaways: 2%

Music CD’s: 3%

DVD’s: 15%

Current In Demand Purchasing Formulas
Print: Nonfiction 1 copy/6 holds; Fiction 1/7 holds
Not to exceed 30 copies

Books on CD/Playaways: 1 copy/10 holds
Not to exceed 10 Copies

Music CD:1 copy/10 holds
Not to exceed 10 copies

DVD: 1copy/20 holds
Not to exceed 5 copies
Exceptions may be made due to high demand titles.

14



Appendix D

Recommended 2017 system fees to libraries for shared services and
voting allocations both for libraries and total votes for shared service.

Note: these fees are based on current prices provided to ESLS.

Sheboygan
West Bend
Beaver Dam
Megquon
Germantown
Grafton
Hartford
Waupun
Cedarburg

Pt Washington
Plymouth
Sheboygan Falls
Random Lake
Slinger
Mayville
Saukville
Kewaskum
Horicon
Oostburg
Juneau
Hustisford
Lomira
Theresa
Kohler

Cedar Grove
Fox Lake
Elkhart Lake
Iron Ridge
Reeseville
Brownsville
Lowell

Book Mobile
Lakeland Colleg:
TOTALS

Population
48,897
31,531
16,572
26,609
19,891
15,592
14,320

8,502
11,479
11,439

8,428

7,861

5,423

5,140

5,109

4,466

4,015

3,696

2,921

2,736

2,499

2,431

2,333

2,117

2,102

1,507

955
933
708
584
336
4808
6016

281956

Pop %
0173 §$
0112 §
0.058 $
0.09 $
0.071
0.055
0.051
0.030
0.041
0.041
0.030
0.028 $
0.019 $
0.018 §
0.018 $
0.016
0.014
0.013
0.010
0.010
0.009
0.009 $
0.008
0.008 $
0.007 $
0.005 $
0.003 $
0.003 $

0.003 $

$
$
$
$
$

W W N

RV R Ve AR e R TN T ¥

0.002
0.001
0.017
0.021

Econtent
13,956.90
9,000.04
4,730.22
7,595.13
5,677.58
4,450.50
4,087.42
2,426.77
3,276.50
3,265.09
2,405.64
2,243.80
1,547.91
1,467.13
1,458.29
1,274.75
1,146.02
1,054.97
833.75
780.95
713.30
693.89
665.92
604.27
599.98
430.15
272.59
266.31
202.09
166.69
95.91
1,372.37
1,717.17
80,480.00

65 votes
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OCLC
3,047.64
3,047.64
3,047.64
3,047.64
3,047.64
3,047.64
3,047.64
3,047.64
3,047.64
3,047.64
3,047.64
3,047.64
2,031.76
2,031.76
2,031.76
2,031.76
2,031.76
2,031.76
1,015.88
1,015.88
1,015.88
1,015.88
1,015.88
1,015.88
1,015.88
1,015.88
1,015.88
1,015.88
1,015.88
1,015.88
1,015.88
2,031.76

64,000.44
63 votes

N

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

ILS
4,522.68
4,522.68

4,522.68
4,522.68
4,522.68
4,522.68
4,522.68
4,522.68
4,522.68
4,522.68
4,522.68
3,015.12
3,015.12
3,015.12
3,015.12
3,015.12
3,015.12
1,507.56
1,507.56
1,507.56
1,507.56
1,507.56
1,507.56
1,507.56
1,507.56
1,507.56
1,507.56
1,507.56
1,507.56
1,507.56
3,015.12
4,522.68
94,976.28
62 votes

ILS replace

$
$

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

952.20
952.20

952.20
952.20
952.20
952.20
952.20
952.20
952.20
952.20
952.20
634.80
634.80
634.80
634.80
634.80
634.80
317.40
317.40
317.40
317.40
317.40
317.40
317.40
317.40
317.40
317.40
317.40
317.40
317.40
634.80
952.20
19,996.20
62 votes

$
$

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

ILS admin
2,385.00
2,385.00

2,385.00
2,385.00
2,385.00
2,385.00
2,385.00
2,385.00
2,385.00
2,385.00
2,385.00
1,590.00
1,590.00
1,590.00
1,590.00
1,590.00
1,590.00
795.00
795.00
795.00
795.00
795.00
795.00
795.00
795.00
795.00
795.00
795.00
795.00
795.00
1,590.00
2,385.00
50,085.00
62 votes

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

Total
24,864.42
19,907.56
7,777.86
18,502.65
16,585.10
15,358.02
14,994.94
13,334.29
14,184.02
14,172.61
13,313.16
13,151.32
8,819.59
8,738.81
8,729.97
8,546.43
8,417.70
8,326.65
4,469.59
4,416.79
4,349.14
4,329.73
4,301.76
4,240.11
4,235.82
4,065.99
3,908.43
3,902.15
3,837.93
3,802.53
3,731.75
8,644.05
9,577.05
309,537.92

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

Paid 2016
16,152.00
34,128.00
10,013.00
16,669.00
22,362.00
14,945.00
20,697.00
13,139.00
15,576.00
15,328.00
14,945.00
14,945.00
13,597.00
10,234.00

9,162.00
13,597.00
8,264.00
8,792.00
12,249.00
8,038.00
7,418.00
6,609.00
6,407.00
12,249.00
12,249.00
5,897.00
12,249.00
6,129.00
5,342.00
6,493.00
4,962.00
12,897.00
16,166.00
407,899.00

$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$
$

"s

Difference
8,712.42
(14,220.44)
(2,235.14)
1,833.65
(5,776.90)
413.02
(5,702.06)
195.29
{1,391.98)
{1,155.39)
(1,631.84)
(1,793.68)
(4,777.41)
(1,495.19)
(432.03)
(5,050.57)
153.70
(465.35)
(7,779.41)
(3,621.21)
(3,068.86)
(2,279.27)
(2,105.24)
(8,008.89)
(8,013.18)
(1,831.01)
(8,340.57)
(2,226.85)
(1,504.07)
(2,690.47)
(1,230.25)
(4,252.95)
{6,588.95)
(98,361.08)

Votes
3
3
3
3
3
3
3
3
3
3
3
3
2
2
2
2
2
2
1
1
1
1
1
1
1
1
1
1
1
1
1
2
3

66
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Appendix E

The following are the expected one-time estimated expenses to
combine the two systems and the reserves available in each system to

fund these costs.

Merger Budget - one time expenses to combine systems

ESLS MWEFLS Total
Polaris - Data Services Migration S 58,975.00 $ 58,975.00
Polaris Staff CALs -120 licenses S 81,000.00 $ 81,000.00
Microsoft CALs - 120 licenses S 1,080.00 $ 1,080.00
Simply Reports - 7 licenses S 3,150.00 $ 3,150.00
Training onsite & Polaris travel S 8,600.00 $ 8,600.00
Backstage Authority Control S 15,000.00 $ 15,000.00
Polaris Social $ 12,076.00 S 10,299.64 $ 22,375.64
Polaris Outreach $ 1,080.00 S 921.00 $ 2,001.00
Polaris Leap $ 13,607.00 S 11,606.00 $ 25,213.00
Relocation
EnvisionWare E commerce $ 6,355.10 S 5,984.90 § 12,340.00
Legal/Auditor S 3,400.00 S 3,200.00 $ 6,600.00
Deposit on truck rental space $ 1,030.00 S 970.00 S 2,000.00
Logo/new name $ 1,030.00 $ 970.00 S 2,000.00
Total S 38,578 S 201,756.54 S 240,334.64
Reserves for merged system
ESLS MWFLS
State Aid* $397,370.15
Bookmobile Automation * S 8,354.31
Vehicle replacement*® S 7,795.47
Automation Reserve S 17,897.85
Contingency Fund* S 70,116.48
Sick Leave* S 29,285.86
EasiCat Upgrade S 47,700.74
Bookmobile replacement reserve* S 47,055.91
General* $446,452.65
Future ILS Purchase $90,611.79

Library Replacement Fund

Grand total
Available funds for merger expense

MWEFLS as of 09/15/15

* = ESLS Monies unavailable for merger expenses
As of May 2016

$625,576.77
S 65,598.59

$173,876.56

$710,941.00
$264,488.35

$1,336,517.77
S 330,086.94
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Appendix F

WI State Statute Chapter 43 requirements of library system services or

agreements

Backup reference, information and interlibrary loan services from the system resource library,
including the development of and access to specialized collections, as evidenced by a written
agreement with that library.

Referral or routing of reference and interlibrary loan requests from libraries within the system
to libraries within and outside the system.

In-service training for participating public library personnel and trustees.

Electronic delivery of information and physical delivery of library materials to participating
libraries.

Service agreements with all adjacent library systems.

Professional consultant services to participating public libraries.

Any other service programs designed to meet the needs of participating public libraries and the
residents of the system area, as determined by the public library system board after
consultation with participating public libraries.

Promotion and facilitation of library service to users with special needs.

Cooperation and continuous planning with other types of libraries in the system area, which
results in agreements with those libraries for the appropriate sharing of library resources to
benefit the clientele of all libraries in the system area.

Planning with the division and with participating public libraries and other types of libraries in
the area in regard to library technology and the sharing of resources. By January 1, 2000, and by
every 5th January 1 thereafter, the public library system shall submit to the division a written
plan for library technology and the sharing of resources.
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Appendix G

The following is information related to how cataloging will be handled
in the new system.

1. How will be original and copy cataloging handled? Is this all centrally done or are libraries
responsible?

Original cataloging will be handled by the system's cataloging/iLL librarian, though member
library staff may enter a brief record by filling in a template, so they do not need to wait to start
circulating the material.

Copy cataloging is a mix. Member libraries first search EasiCat and then search OCLC via a Z39.50
link within Polaris if there is no already existing match. If a match is found in OCLC, they click the save
button, and the record is in EasiCat for their use. Member libraries are fully responsible for and in
control of their holdings records.

Member libraries are more responsible for verifying initial copy catalog records information —
checking titles and number of discs and whether applicable series are present. There will be at least one
annual cataloging meeting and refresher training for member library cataloging staff. Final cleanup and
overall database maintenance and standardization will continue to be centralized with the cataloging/ILL
librarian.

2. Who works on authorities and cleanup efforts?

Backstage will be used for outsourced authority control. The system's cataloging/ILL librarian will be
responsible for that processing as well as any other authority and cleanup efforts — though feedback and
head's ups from member libraries of areas that need attention or priority will *always* be welcomed
and encouraged.
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Appendix H

The following covers the IT support that can be provided by the system.

Technology services from NEW-SYSTEM are provided by two full-time technology professionals.

NOTE: ** jtems that are being worked on and intend to provide in the new system.

PC Support

NEW-SYSTEM offers “cradle to grave” PC support, managing all aspects of both the staff and patron PCs
located in member libraries.

v/ Purchasing—NEW-SYSTEM coordinates the purchases of PCs through Dell and handles all aspects of
the ordering and receiving process. **NEW-SYSTEM provides inventory reports of supported PCs
which include PC age, model, windows version, etc.

V' Installation—NEW-SYSTEM preps and installs each library computer for our member libraries,
including a transfer of data from the old PC to the new one, saving significant library staff time.

v/ Repair & Warranties—NEW-SYSTEM coordinates warranty repair work for PCs under warranty, and
repairs PCs for cost of parts for PCs out of warranty.

v Peripherals—NEW-SYSTEM researches network printers, spine label and receipt printers, as well as
barcode scanners for member libraries, recommending optimal models. NEW-SYSTEM also installs
the appropriate software on NEW-SYSTEM-supported PCs.

v Help Desk—NEW-SYSTEM offers a Help Desk staffed 8:00 a.m. to 4:00 p.m. weekdays, with
additional pager support provided during all other library hours. The Help Desk can remote into any
NEW-SYSTEM network computer and fix most issues at the time of any call. If the problem cannot be
rectified remotely, NEW-SYSTEM will arrange the transportation of the PC back to NEW-SYSTEM
headquarters for repair.

Vv Centralized antivirus service—NEW-SYSTEM maintains a central antivirus service which
automatically updates all network clients. The annual cost of the antivirus software is a pass through
expense that is dependent on the number of PC's.

v Microsoft Office—Through our Microsoft Office 365 agreement, we're able to offer the full
Microsoft Office Professional Suite on every patron and staff computer. NEW-SYSTEM maintains all
aspects of the licensing, upgrade and maintenance of the software as well.

Vv Software updates—NEW-SYSTEM provides automatic updates for Staff and Patron PC software,
including updates to the operating system, web browsers, applications specific to the shared ILS, and
add-ons such as Flash, Java, Adobe Reader, and Silverlight. Firefox browser.

v Patron PC expertise including PC locking software —NEW-SYSTEM has extensive experience
maintaining PCs for public (patron) use. Each PC is securely locked down, while making sure that all
patron data is secure and removed after each use. NEW-SYSTEM also purchases proprietary PC
locking software, that is a pass through expense that is dependent on the number of PC's.

Vv PC Time Management software (optional service) —NEW-SYSTEM provides installation,
configuration, and support for PC Time Management software (“EnvisionWare”) for public PCs. This
is a purchase that the library is responsible for.
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v/ Technology planning and consulting—NEW-SYSTEM staff can provide libraries assistance with a
wide range of technology planning, from “What printer should | buy?” to “What will we need for
cabling in our new building?”

Network Support

Vv Subsidized TEACH lines and WiscNet membership—Each library benefits from a BadgerNet TEACH
internet connection to their library (costs included in membership). In addition, NEW-SYSTEM and its
member libraries have collective membership in the WiscNet consortium, our Internet Service
Provider. NEW-SYSTEM Technology staff serve as the primary contacts for both BadgerNet and
WiscNet and support the network technologies on the libraries’ behalf.

v Firewall— Outsource vendor (**NEW-SYSTEM) maintains and supports a firewall on behalf of
member libraries and their supported PCs.

Vv **Standardized network equipment—Each library and branch supported by NEW-SYSTEM utilizes
switches and routers maintained by outsourced vendor (**NEW-SYSTEM).

v **Windows Active Directory environment—NEW-SYSTEM maintains a complex Windows
environment, connecting all member library PCs to a centralized network.

v **Inventory of spare Network hardware—NEW-SYSTEM maintains a complete inventory of all
switches and routers, and can swap out any defective piece of equipment in a matter of hours.

Web Hosting

NEW-SYSTEM provides web hosting through a third party vendor and assist in support of libraries web
pages. The costs of the third party hosting will be passed through to the libraries.

Email and mailing lists

NEW-SYSTEM provides the Office365 web-based e-mail and calendaring solution at no cost for all
member libraries, along with a mailing list service for library staff.

Wireless support

NEW-SYSTEM supports an enterprise-grade wireless service for our members. Monthly statistical
reports of wireless activity are delivered via email, and the service includes multiple signals for patrons,
staff, and library owned devices.

Database Authentication

NEW-SYSTEM provides authentication for databases that libraries subscribe to through WiLS. Vendor
requirements and NEW-SYSTEM staff availability will determine authentication set up time and NEW-
SYSTEM may reject databases with requirements that will cause technical difficulties.

Technology Lending

NEW-SYSTEM will lend technology devices as available. A listing of these devices will be sent out each
year.
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Appendix |

The following is an example of a potential resolution.

{INSERT COUNTY NAME} COUNTY RESOLUTION NO. (2016/17)

Re: Approving Merger of {Eastern Shores Library System with
Mid-Wisconsin Federated Library System OR Mid-Wisconsin Federated
Library System with Eastern Shores Library System}

WHEREAS, {Sheboygan County and Ozaukee County OR Dodge County and Washington
County} have partnered to establish a federated public library system known as the {Eastern Shores
Library System or Mid-Wisconsin Federated Library System} pursuant to Wis. Stat. § 43.15(4), and

WHEREAS, Eastern Shores Library System board has been approached by the
Mid-Wisconsin Federated Library System board, the federated library system serving Dodge and
Washington Counties, which proposed a merger of the two systems, and

WHEREAS each system board appointed representatives to a Joint Merger Negotiation
Committee which evaluated the potential benefits or pitfalls of a merger, and the Committee
recommended a merger of the systems, and

WHEREAS, the {Eastern Shores Library System or Mid-Wisconsin Federated Library
System} board has determined that a merger is in the best interests of both systems and is
requesting County approval, a copy of which request is on file with the County Clerk, and

WHEREAS, approval is required of all County Boards impacted by the proposed merger,;

NOW, THEREFORE, BE IT RESOLVED that the {INSERT COUNTY NAME} County Board
gives its approval to the merger of the {Eastern Shores Library System with Mid-Wisconsin
Federated Library System OR Mid-Wisconsin Federated Library System with Eastern Shores
Library System} pursuant to the terms of the proposed Merger Agreement, a copy of which is on
file with the Clerk.

BE IT FURTHER RESOLVED that the County Clerk is directed to submit certified copies of
this Resolution to the Eastern Shores Library System and Mid-Wisconsin Federated Library System
and such other entities as may be necessary to effectuate the merger.

Dated this {DATE} day of {MONTH}, 2016.

EXECUTIVE COMMITTEE

Opposed to Introduction:
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Appendix |I: Information from Bridges Library System re: system
merger experiences




Questionnaire for Monarch Library System and Bridges Library System

The ALS/LLS merger exploration committee has identified several issues needing
additional research in order to make an informed decision regarding merger. Because
this is not the first potential system merger in the state, the committee would like to learn
more about your systems’ experience with merger in relation to cost, staffing, and lesson
learned.

I think it’s important to note a significant difference in the formation of the Bridges
Library System in comparison with other system mergers. Jefferson County left another
system to join the Waukesha County Federated System. The two counties became the
Bridges Library System. The circumstances, savings, staffing, etc. were different because
this was not actually a merger of two systems, but two counties.

1. What one-time costs did your systems incur in order to implement the merger?
Examples may include technology infrastructure, software migration, consultant
fees, banking/accounting fees, staffing expenses, costs associated with the
rebranding of marketing materials, etc.

e An agreement was made for Jefferson County to buy in to the existing
ILS.

e There were costs and staff time invested in the rebranding.

e A new strategic plan needed to be developed

2. Do you have any examples of increased efficiency in the use of state aid (“system
funding”) that resulted from your merger?

Because this new system was not the result of the merging of two systems, it's
difficult to identify efficiencies in this area. With the increased revenue from
the merger of the two counties, the system was able to plan for the
expansion and updating of some services. Member libraries did
experience reduced costs due to more libraries sharing in the overall cost.

3. How did your systems address staffing changes including developing new
position descriptions, scaling workloads with the addition of more member
libraries, overall staffing reorganization?

a. Did the new system work under an interim organizational chart or was a
new one crafted and adopted at time of merger? In other words, did you



roll out any staffing changes incrementally, or did you do it at time of
merger?

Initially, there were no new system staff added to the existing WCFLS staff to
accommodate the 8 additional member libraries to be served. Staff
reported just having to do more. There was some anxiety over the
workload. Over time, changes have been made to accommodate changing
needs and the additional work. Prior to the merger, WCFLS employed 6
FTE. Current staffing level of the Bridges System is 7 FTE.

4. How did your system address changes in agreements/contracts with external
partners?
Contracts were renegotiated or new bids were required as a result the
increase in libraries served, examples include:
e System delivery
e /LS
e Databases

5. Beyond additional materials resulting from combining the ILS catalogs, can you
identify any ways in which patrons in the new system experienced expanded or
improved access to resources?

The changes were most significant for the Jefferson County libraries. Some
reported areas of change include:

Additional and different consulting services

Summer Library Program performers and coupons
Additional databases

System marketing services

6. Any additional lessons you learned during or after merger that you would like to
share with the ALS/LLS merger exploration committee?
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ALS Board 2022

Appointed Members

Term Expires

Ex-Officio Members

Annette Smith-President

Richard Bostwick, Chair

1044 Sunset Drive

Milton, WI 53563

Rock County Board of Super

Reaiiointed 2/11/21
arsmith14@gmail.com

Rock County Courthouse

Phone: 346-3673

Janesville, WI 53545

Milton Library Board Member

Phone: 757-5540(courthousg

Bill Wilson

Steve Platteter, Director

417 East High Street

Arrowhead Library System

Milton, WI 53563

william.wilson@co.rock.wi.us

430 E. High St, Suite 200

Phone: 868-9180 or 718-0571(cell)

billwilsonretired@gmail.com

Milton, WI 53563

Rock County Supervisor

(serves remainder of Bostwick term)

Phone:868-2872 (work)

Phone: 262-689-9179 (cell)

Stephen Brace

Bryan McCormick Director

3803 White Pine Drive

Hedberg Public Library

Janesville, WI 53545

Isbrace.hma(@gmail.com

316 S. Main Street

Phone: 508-561-8510

(serves remainder of Dinnes term)

Janesville, WI 53545

Hedberg Library Board Member

Phone: 758-6594(work)

Eloise Eager- Vice President

Reappointed 1/1/22

Nick Dimassis

43 N Second St.

Beloit Public Library

Evansville, WI 53536

eloiseeager@charter.net

605Eclipse Street

Phone: 608—490-0591

Beloit, WI 53511

Eager Free Library Board Member

Phone: 364-2917(work)

Chris Cullen

Sarah Strunz

2938 Timber Lane

Orfordville Public Library

Janesville, WI 53548

chris.cullen@co.rock.wi.us

519 E. Beloit St.

Phone: 608-7517539

Orfordville, WI 53576

Rock County Supervisor

Phone: 879-9229

Jose Carrillo

Reappointed 1/9/20

Board Committees:

125 Winesap Drive

Budget

Janesville, WI 53548

jojolatino@aol.com (home)

Smith, Carrillo, Wilson

Phone: 322-8986 (cell)

Platteter (Ex-Officio Member)

At Large Board Member

Sherry Blakeley

Personnel:

745 Milwaukee Rd. #2

Smith, Carrillo, Cullen

Beloit, WI 53511

blakeleys@beloitwi.gov

Platteter (Ex-Officio Member)

Phone: 608-362-1417

Beloit Library Board Member

7/5/22



