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Introduction
Project Purpose
The East Gwillimbury Public Library (EGPL) Master Plan provides direction for the future development
of Library services in the community. The project updates the last Library Master Plan presented in
May 2009. East Gwillimbury will experience considerable population growth in the next fifteen years.
This growth and the significant changes affecting all public libraries are key considerations for the
Master Plan.
The Plan addresses future facilities, technology and staffing and potential budget implications for
2014 ‐ 2018. It provides an overall strategy for EGPL to meet the future needs of the community. With
the exception of facilities which are assessed in the context of population growth to 2031 the Master
Plan recommendations for technology and staffing focus on the next 5‐10 years.
The report is organized with five sections:
1.
2.
3.
4.
5.
6.

Facilities
Technologies
Staffing
Potential Budget Implications
Implementation Guidelines
Appendix, which includes the initial Background Report: EGPL Overview and Trends Report
(presented December 2013)
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1.0 Facilities
Introduction and Recommendation Summary
Four issues are addressed in this section regarding the future development strategy for facilities:


Library Space Requirements: The total amount of library space required to serve East
Gwillimbury’s population to 2031 based on 2013 planning estimates.



Facility Model: The number and types of branches that will be developed.



Preliminary Capital Costs: An estimate of the capital costs associated with recommended
library facility development.



Principles for Library Development: Considerations that should guide the planning, design
and development of future libraries.

The recommendations in this section only deal with future library buildings. These physical facilities
will be complemented by virtual library space – a digital branch that is staffed and operated as a
branch ‐ and possibly by other approaches that do not require full facilities or staffing (e.g. kiosks that
may provide a limited print collection in a “vending machine” arrangement as well as other electronic
services). Although we address the increasingly availability of alternatives to physical facilities, the
specific recommendations for the Facility Development Strategy focus only on physical buildings.
Following is a summary of the recommendations regarding facilities discussed in this section. The
rationale for each recommendation is in the discussion:
1.1

The EGPL adopt the guideline of 0.7GSF/capita for the purposes of determining future library
space requirements.

1.2

The space planning guideline of 0.7GSF/capita be monitored on an ongoing basis, formally
reviewed and, if warranted, adjusted at least every five years.

1.3

EGPL adopt a facility classification system designating sizes and customary services and
amenities for Neighbourhood, Community, District and Central libraries.

1.4

EGPL adopt a 3 (physical) facility model, with 1 Neighbourhood branch, a Community branch
and a large District branch, as well as 1 digital branch.

1.5

Future library branches are a minimum of 5,000GSF and preferably 8‐10,000GSF (sized as
Neighbourhood branches). Smaller satellite or store‐front branches, even if planned as
temporary locations, should not be provided.
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1.6

Given the significant challenges that are anticipated in renovating or re‐purposing existing
EGPL branches for future use, this strategy should only be pursued as a last resort and only
after a detailed architectural assessment of the existing building. Space requirements in
excess of 0.7GSF/capita should be anticipated if existing buildings are renovated or re‐
purposed.

1.7

The existing Mount Albert Branch (a Neighbourhood branch) is retained at its current size to
serve the Eastern portion of the Town.

1.8

A new District Library of 40,000GSF is developed in Queensville, both because this West‐
Central area is projected to experience the most growth, and to best serve constituents in
urban and rural areas. The District Library should be developed in two phases1:
- The first phase should be available when the population reaches 36,305
(projected for 2018)
- The second phase when the population reaches 86,500 (projected for 2031).

1.9

A new Community Library of 15,000GSF is developed to serve future population growth in the
South West areas of the Town; it is projected that the population will reach 67,280 by 2028.
The preferred location of the library will be subject to further investigation and could be in
Holland Landing, Sharon or the Green Lane corridor.

1.10

When the new Community Library is opened, the existing Holland Landing branch be closed.

1.11

The recommended District Library in Queensville for the West‐Central growth area is
developed in two phases. The first phase should be available for public use by 2018 and the
second phase by 2031.

1.12

The recommended Community Library to serve the South West sector of the Town be
available for public use by 2028.

1.13

The phasing of new library development is adjusted, if warranted, based on opportunities to
partner with other service providers.

1.14

All Master Plan recommendations for new libraries should be confirmed and further refined
as future population growth and development areas are confirmed. In addition, detailed
feasibility studies and architectural assessments, as warranted, will be required to confirm
Master Plan recommendations.

1

The dates and the locations identified for new facility construction are based on the best available population
projections. It is possible that the phasing of new population growth and the allocation of population by
settlement will change as development in East Gwillimbury proceeds. This may result in changes to the
recommended date or location for the future provision of library facilities. Population growth should be
monitored and the timing and location of library development adjusted, as warranted.
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1.15

If at all possible, all future library facilities should be developed in partnership with other
agencies and interests and preferably those where joint service delivery is possible. Stand‐
alone branches should only be developed as a last resort.

1.16

The EGPL and the Town Recreation Department should explore opportunities to partner on
the development and programming of creative space at the recommended District Library.

1.17

The design of all new libraries should conform to best practices and principles of
sustainability.
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Library Space Requirements
Approach and Assumptions
This section addresses overall library space requirements based on frequently used per capita
guidelines. Because total library space requirements are a critical building block of the facility
strategy, it is important to understand the assumptions and limitations associated with population‐
based space‐planning guidelines.
While customary in facility planning, guidelines that express space requirements on a population basis
are relatively unsophisticated tools. They are appropriate for master planning but actual EGPL’s space
requirements will be refined through more in‐depth and case‐specific investigations as planning
proceeds.
Space planning guidelines are generally expressed as Gross Square Feet (GSF); however, in many
reports the issue of whether the guideline refers to gross or net square feet is not clear and can be
confusing. Net square feet includes assignable space while Gross Square Feet also includes non‐
assignable space. The distinction is important because building costs are based on gross square feet.
According to a recent SOLS report “assignable space is available for use by the public and/or staff.
Non‐assignable space is not available for use by the public and/or staff, but is essential to the
operation of the building and includes such things as mechanical rooms, elevator shafts, stairwells,
corridors and wall thicknesses”2. While the notion of assignable and non‐assignable space is used to
define net and gross square feet, there is not a consistent definition of non‐assignable space. For
example, in the SOLS report noted above areas used by the public and staff such as building foyers,
washrooms and custodian workshops are described as unassigned space. The translation of net to
gross square feet is generally done at the conceptual design stage by adopting a multiplier such as
1.25 based on the assumption that an additional 25% of the net building area will be required to
accommodate the gross area. Because different definitions of non‐assignable space are adopted,
these multipliers vary considerably (e.g. in the range of 1.15‐1.45). The actual multiplier can only be
determined during detailed design. For the purposes of this report, we have assumed that the size of
the existing libraries has been expressed as gross square feet where approximately 25% is non‐
assignable. We have also adopted these assumptions for the capital cost estimates.
As noted, while appropriate for the Master Plan, determining library space requirements using a
population‐based formula is only a first step. It will be necessary to refine the Master Plan
recommendations as building projects are implemented based on the following considerations:


2

While seldom discussed by those using space‐planning guidelines, they are generally meant to
apply to stand‐alone buildings. Consequently, the overall space allocations identified in this
report may be reduced if the Library is built with another service provider and space is
shared.

Making the Case for Your Library Building Project”. SOLS. Library Development Guide #5. March 2010.
7

Dysart & Jones Associates

East Gwillimbury Public Library
Review and Update of 2009 Master Plan


The guidelines assume fully functional space of the type that would be provided in a new, well
designed, contemporary building built as a library. This is an important qualification when
renovated or re‐purposed buildings are considered for libraries. In almost all cases, a
renovation to an existing building, particularly one that is older and/or not currently being
used as a library, will require more space than indicated by the guideline. This is because
areas in the existing building will not be suited for library functions. In these cases, a detailed
investigation of the existing building is required to determine the amount of functional space
that can be achieved.



Generally more space will be required in multi‐storey libraries because there will be more
unassigned space (stairwells, elevator shafts, service areas, etc.).

Note: Our recommendations concerning overall library space requirements, and perhaps more
importantly, the phasing of library development are based on projected population. Our projections
are rooted in the best available information from the Town of East Gwillimbury Development Services
Department. Our projection for the total population in 2031 is consistent with the Town of East
Gwillimbury Consolidate Official Plan 2031 (June 2010). However, it was necessary to make a number
of assumptions concerning the allocation of population to settlement areas and the phasing of
population growth between 2014 and 2031. In addition, assumptions were adopted to assign
population to service areas within the municipality. These assumptions are explained in the text. While
these are reasonable assumptions based on currently available information, they must be closely
monitored and updated as development proceeds. Changes in these assumptions may have an impact
on the timing of future library development and the allocation of library space to various settlement
areas.
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Facility Space Planning Guidelines
For a number of years, the library space planning guideline of 0.6 gross square feet (GSF) per capita
has been widely applied in a number of jurisdictions to estimate library space needs3. This was the
guideline used in the 2009 East Gwillimbury Public Library Master Plan. The guideline applies to the
library system as a whole. Community specific considerations will affect facility requirements and in a
multi‐branch system provision levels may vary for different types of libraries while still achieving an
overall average in the 0.6 GSF/capita range.
The appropriateness of the 0.6 GSF/capita guideline is affected by the increasing reliance on
electronic information and the changing role of the library in the community. Discussions concerning
space planning standards have largely focused on two conflicting influences – less space committed to
print materials offset by expanded areas for accessing electronic data, working and reading in the
library, and community programming and social interaction. In most libraries areas committed to the
print collection are being reduced as more emphasis is placed on electronic data, particularly for
reference purposes. However, this is more than balanced by additional space requirements for
computer workstations, social gathering space, noisy and quiet areas with sufficient separation,
program areas for adults, teens and children, computer training labs, and amenities such as light
beverage and food service areas, comfortable chairs, etc. These trends all suggest larger libraries4. As
a result the traditional provision standard of 0.6 GSF/capita is increasingly seen as the minimum
requirement and library systems are often planning future needs based on provision standards of
0.65 or 0.7 GSF/capita.
There is little direction in the professional literature on what we might expect in the next 10‐15 years.
A recent publication from the Southern Ontario Library Service5 (SOLS) would seem to suggest that
much higher levels of provision are required in the future. The document provides detailed advice for
library staff considering new building projects and direction on estimating future space requirements
using both a “standards” and a “components” approach. While the limitations of population based
standards are acknowledged, standards are identified for various types of libraries serving various
population thresholds. Higher levels of provision are generally proposed for branches serving smaller
populations, presumably because of the inefficiencies inherent in smaller buildings. Three levels of
service are identified (basic, enhanced, and comprehensive) with progressively higher standards of
provision. For libraries serving over 75,000 population (which will be East Gwillimbury’s case in 2031)
at the most basic level of service a standard of provision in the order of 0.8 GSF/capita is identified
increasing to 1.25 GSF/capita at the comprehensive level of service. These would be very generous
standards of provision and few libraries in Canada would meet them. The authors of the SOLS
document offer virtually no discussion in support of the identified standards of provision but
3

dmA has compiled library planning guidelines from jurisdictions throughout North America, and to a lesser
extent, from the United Kingdom, Australia and New Zealand. While variations are apparent, there is
considerable consistency in the guidelines that have been adopted in these jurisdictions.
4
For additional discussion of these trends see the background report prepared for this study: “Trends Affecting
Public Libraries”.
5
“Making the Case for Your Library Building Project”. SOLS. Library Development Guide #5. March 2010.
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notwithstanding the fact that few libraries would achieve these levels, they do point to a future
direction consistent with trends.
Increasingly we expect that an argument will be made for larger libraries. This argument will not be
based on the manner in which information is stored and retrieved in the library; instead it will be
rooted in an entirely different concept of the role and function of the public library. The future library
is not simply a physical place to store and retrieve information (regardless of the format); it is a place
for the creative manipulation of information and the creation of knowledge. This concept of the
library envisions a different role and function for the library and consequently different requirements
for space. This is a library where information literacy is taught; music and video is created; residents
come together to discuss and debate important issues; and where community is created and
fostered6. This type of library requires physical space not traditionally associated with public libraries,
including computer and multi‐media labs; extensive display space; areas for the community to
informally assemble and interact; presentation space, reading gardens; etc. If this is the role and
function of the library of the future, levels of provision above the minimum of 0.6GSF/capita will be
required.
Figure 1.1 describes the facility space implications for EGPL of moving from 0.6 to 0.7GSF/capita:

Figure 1.1: Possible Facility Space Requirements – Various Scenarios for EGPL
Standard of Provision

0.6GSF/capita

0.7GSF/capita

Requirements Based on Current Population
(GSF)

13,800

16,100

Deficit (GSF)

300

2,600

Requirements Based on Projected Population ‐
2031 (GSF)

51,840

Deficit (GSF) – Assuming no change in supply of
library space

38,340

60,480

46,900

These requirements are based on 13,500GSF of library space and a current (2009) population of
23,000 growing to 86,400 in 20317. Based on the frequently used guideline of 0.6GSF/capita, which
was the guideline recommended in the 2009 Master Plan, the existing libraries would be adequate in
size (particularly given that they have access to space in the adjoining community centres which is not

6
7

For more information, see the trends discussion in the Background Report to the Master Plan.
Town of East Gwillimbury Consolidate Official Plan 2031. June 2010.
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included in the square footage noted). Based on the more generous guideline of 0.7GSF/capita, the
current shortfall is 2,600GSF growing to 46,900GSF in 2031.

Recommended Future Library Space Requirements
The 0.6GSF/capita guideline used in the previous EGPL Master Plan does not adequately reflect future
library space requirements. The EGPL should adopt 0.7GSF/capita as a minimum guideline for the
purposes of planning future library space requirements.
This assumes the EGPL adopts a role and service delivery model consistent with the requirement for
additional physical space to accommodate expanded programming; creative spaces; training; a true
community hub and other functions consistent with contemporary, progressive libraries. These roles,
described in detail in the Master Plan's background documentation, accommodate space dependent
programming and services that could not be fully realized with 0.6GSF/capita.
While we believe that a provision guideline of 0.7GSF/capita should be used for the Master Plan, it
should be reviewed at least every five years and adjusted as warranted. It is not possible to
reasonably predict the impact of technology on the requirements for physical library space. The
increasingly popularity of virtual branches and the use of personal devices instead of in‐library
computers are two trends that suggest less need for physical space. To date, these trends have been
more than offset by expanded programs and services that have contributed to more visitors, staying
for longer periods of time in libraries. The impact of these conflicting trends is not yet clear and
consequently guidelines may increase or decrease in the future. In addition, new legislation, such as
the Accessibility for Ontarians with Disabilities Act (AODA), can have a major impact on space
requirements. The guideline of 0.6GSF/capita has been used at least since the 1970s and
consequently did not accommodate full accessibility. Our recommendation to adopt a higher
standard is based on the changing role of the public library, not enhanced requirements for full
accessibility. Consequently, depending on how AODA is interpreted with respect to library design
(height of shelves, width of aisles, wheelchair accommodation in meeting or training rooms etc.) ‐ the
implication for library space could be very significant and almost certainly not accommodated within
the recommended 0.7GSF/capita.
While it will be necessary to regularly revisit the 0.7GSF/capita guideline, we would argue that it
should be treated as a minimum guideline for the purposes of projecting future library space
requirements. Despite conflicting pressures, on balance the trend today is towards larger libraries
accommodating a much wider range of community uses. This trend, in combination with the AODA
requirements which will have a major impact on libraries, suggest that even larger libraries may be
required in the future.
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We recommend that:
1.1

EGPL adopt the guideline of 0.7GSF/capita for the purposes of determining future library
space requirements.

1.2

The space planning guideline of 0.7GSF/capita be monitored on an ongoing basis, formally
reviewed and, if warranted, adjusted at least every five years.
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Library Facility Model
In addition to determining space requirements, libraries must identify a preferred Facility Model. A
Facility Model describes how the total amount of library space will be distributed among different
types of library facilities. EGPL does not currently have an approved facility model or a library
classification system.
The facility model as discussed here only includes physical facilities. These facilities will be
complemented by virtual or digital library space – a digital branch operated as a branch – as well as
other approaches that do not require full facilities or staffing to provide services (e.g. kiosks that may
provide a limited print collection in a “vending machine” arrangement as well as other electronic
services)8. This is an important consideration for the facility model because it is increasingly possible
to provide a physical service point without committing to a fully staffed and equipped library branch.
As kiosks become more sophisticated they will offer many of the services provided by small branches
and satellite or store‐front operations at a fraction of the cost. While still in the early stages of
development, these options will provide increasingly viable alternatives to the small branch.
Figure 1.2 shows a generic facility hierarchy, based on guidelines compiled from various Provincial
and State libraries across North America. Four types of libraries are described in this generic model –
a Central, District, Community, and Neighbourhood Library. All types of libraries shown in the
hierarchy are not represented in every municipality’s library system. Furthermore, municipalities
across Canada with similar populations, demographic profiles and settlement patterns have adopted
very different facility models. Some have adopted a highly centralized approach with one Central or a
couple of District libraries dominating service provision, while others provide services on a more
decentralized basis with a number of Community and/or Neighbourhood Libraries.
The service characteristics noted in Figure 1.2 (library size, collection, circulation, hours of operation
and reading, working and program space) are mutually dependent. When taken together, they
describe both the space requirements and selected service characteristics for each library in the
hierarchy. It must be emphasized however that these service characteristics vary widely among
libraries of similar size and serving similar populations. They are therefore a general description and
variations should be expected on a case‐by‐case basis.

8

For additional discussion see the background report prepared for this study: “Trends Affecting Public
Libraries”.
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Figure 1.2: Generic Facility Hierarchy

9

Key Characteristics

Central Library

District
Library

Community
Library

Neighbourhood
Library

Population Served

City wide – but
generally
populations of
more than 50,000

40,000‐
70,000

20,000‐
35,000

5 ‐ 10,000

Size GSF (gross sq. ft.)

Based on
population served
– but generally
50,000 or more

30,000‐
45,000

12,000‐
24,000

Minimum of 5,000
up to 10,000

Operating Hours (per week
minimum)

70 plus

65

50‐55

35

Collection (minimum items)

300,000 or more
depending on
population served
and GSF

150,000

75,000

25‐35,000

Circulation (annual)

Based on
population served

400‐560,000

200‐240,000

40‐75,000

Program/Meeting Space (sq.
ft.)

Minimum 4‐5,000,
plus specialized
program/
presentation
spaces

3‐4,000 plus
some
allowance for
specialized
service areas

1,500 – no or
limited
specialized
service areas

300‐500

Possible Specialized Service
Areas

Auditorium/
assembly space;
Local history/
genealogy;
Computer training
facilities;
Community
information
services; media lab

Computer
training
facilities,
community
info,
employment

Local
community
information/
employment
services

none

Internet Workstations

Minimum 50‐75
based on GSF
Wireless

35‐60
Wireless

25‐30
Wireless

5‐10

Reading Areas/ Workstations9

Minimum 250‐300
based on GSF

100‐200

75‐130

20‐35

Based on public reading are and workstations; does not include seating in program rooms.
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Figure 1.3 compares the existing East Gwillimbury libraries to the generic facility hierarchy.
Figure 1.3: Selected Characteristics – Existing East Gwillimbury Libraries
Key Characteristics

Holland Landing

Mount Albert

Size (gross sq. ft.)

7,500

6,000

Estimated Catchment Area Population

14,995

7,480

Operating Hours (per week min)

43 (47 in winter season)

43(47 in winter season)

Collection (volumes, reference, print
periodicals)

39,020

30,510

Circulation (annual; excluding e books and
audio)

70,365

46,400

Visits Annually

47,005

32,465

Program/Meeting Space (sq. ft.)

With community centre

With community centre

Other Specialized Service Areas with dedicated
space
(e.g. Auditorium/ assembly space;
Local history; computer training lab; community
information services, etc.)

Craft/ Storage Room

Internet Workstations

6

7

35

34

Wireless Service

yes

yes

Barrier Free Access

yes

yes

Seating/Number of User Spaces

None

With the exception of the longer hours of operation, both Holland Landing and Mount Albert would
be termed Neighbourhood Branches in our generic hierarchy. For Holland Landing most service
indicators are at the high end of the range while the opposite is true for Mount Albert. These might
therefore be described as large and small Neighbourhood Branches.

Approach and Assumptions
Criteria for Determining a Preferred Facility Model
When determining a preferred Facility Model, planners try to strike an appropriate balance among
three key considerations – access for users, levels of service and cost. Different library systems will
strike this balance in different ways to best reflect their communities.
Most library planning guidelines indicate that the maximum driving time to the closest library should
be 15 minutes in urban areas and as much as 30 minutes in rural areas. This is a reasonable guideline
relative to other similar municipal services. It appears that most residential areas within the existing
15
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boundaries of East Gwillimbury would have adequate access to an existing library based on this
guideline.
In some municipalities, due to access barriers associated with distance; physical or social boundaries
within communities; socio‐economic or cultural characteristics of the users; or other unique
circumstances, branches are located in closer proximity to specific user groups than might otherwise
be the case. There is no indication, today or in the future, that unique social or cultural barriers in East
Gwillimbury would create circumstances necessitating a branch to serve what would otherwise be an
isolated population of users. However, some might argue that Highway 404 is a physical barrier that
divides the community.
Costs generally increase with the number of branches in the library system; the more branches, the
higher capital and operating costs. Higher capital costs usually result because of the inefficiencies
associated with land assembly and duplication of non‐public space in multi‐branch systems. Higher
operating costs results because even a small library serving a limited population must be open a
minimum number of hours to provide an acceptable level of service. Multi‐branch systems of smaller
branches generally provide more total operating hours with a less convenient schedule of open hours.
These systems require more staff, duplicate collections, technologies and equipment, higher costs for
insurance, service contracts and other administrative functions, transportation of materials among
branches etc.
In addition to being more cost effective larger branches generally provide higher levels of service. A
larger library can include more of the types of amenities that people are looking for in contemporary
libraries, including more collaborative workspace, comfortable seating areas, more Internet
workstations, dedicated program space, and for District or Central libraries, specialized services. The
relationship between the size of the branch and level of services is illustrated in Figure 1.2 discussed
earlier.

Minimum Branch Size
Neighbourhood branches are the smallest libraries that will be considered in the EGPL facility model.
The generic facility hierarchy (Figure 1.2) includes Neighbourhood, Community, District and Central
Libraries. In some library systems, and particularly those serving rural populations, it would be
customary to have another library classification of satellite branches. These would be libraries of
perhaps 2‐3,000GSF offering a limited range of services (20‐30 operating hours/week; a small
collection focused on popular reading; no or very limited in‐library working or reading space, no
dedicated program space, etc.). These satellite branches are not appropriate in East Gwillimbury.
Most library planners would argue 5,000GSF is the minimum size needed to accommodate required
functional areas (reading and working space, etc.). Neighbourhood libraries of 8‐10,000GSF are much
better suited to the needs of current and future users. Smaller branches are also more expensive to
operate and are not required to provide adequate access in East Gwillimbury. Consequently, no new
branches in East Gwillimbury will be smaller than 8,000GSF.
16
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We understand the EGPL Board has discussed providing a small satellite or storefront branch in
Sharon, possibly as a temporary facility until new libraries are constructed. We would strongly
recommend against this course of action. A small branch cannot be justified based on the three
criteria noted above. Small branches are not cost effective. Furthermore, there is no indication that
they are required to provide reasonable access. Residents are currently travelling throughout East
Gwillimbury, and to neighbouring municipalities, for a wide range of community services. In addition,
many residents will travel outside of their local neighbourhoods to access employment, education
and retail and commercial services. Existing (and future) branches are well within acceptable
commuting distances. Satellite branches are too small to provide the types of services that resident’s
desire. The space cannot accommodate reading and working areas, the collection is limited and the
hours of operation are not consistent with the lifestyle of residents, particularly those that commute
to work outside of the Town. The enhanced access to recreational reading and popular materials
afforded by these small branches can be provided with much more cost effective options than a fully
staffed branch.
There is also a practical concern. While small satellite branches are sometimes seen as temporary
once provided, they are seldom eliminated. Library Boards have a very difficult time closing an
established branch, even if the closure is warranted based on levels of use and reasonable standards
of service. Many library systems in Ontario continue to operate branches that provide limited service
at high cost because there is not the political will to close them. There is no reason for the EGPL to put
itself in this position in the future.
While we strongly recommend against providing a small, satellite branch in Sharon, this community
(and others) may be candidates for a kiosk10. These provide an unstaffed service point as an
alternative to the traditional branch. However, these kiosks serve a unique niche in the market for
library services and it is not at all clear that the demand would warrant the service in Sharon. A
detailed, local needs assessment is required before an investment is made in these unstaffed service
points in Sharon or any other local community.

10

See Master Plan background reports for a detailed description.
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Renovation and Repurposing versus New Construction
The Master Plan does not include the level of analysis necessary to determine if renovation and
expansion or new construction would be the best option for providing required future facilities. This
will likely be an issue for the Holland Landing Branch and additional investigation will be required.
However, the Library Board should approach renovation of this building with extreme caution. The
branch currently has a number of space and design deficiencies, complicated by the fact that the
facility is shared with the Recreation Department. Creating functional library space at this location will
be a challenge and consequently we should expect some wasted space resulting in a building
somewhat larger than indicated by the guidelines. Furthermore, the building does not appear to be a
good candidate for renovation or expansion. These considerations suggest higher cost. Finally, we
expect that someone might suggest that a larger library could be accommodated at this location if
existing community recreation space was turned over to the Library. There are major constraints
associated with re‐purposing any existing, older building for library use. Successful re‐purposing
involves creative design and frequently higher costs than new construction. In the case of the Holland
Landing building we expect the constraints are insurmountable. It appears that very little of the
existing recreation space could be renovated to create contemporary, well designed, functional
library space.
Finally, regardless of the preferred facility model adopted for the EGPL, we can be certain the Holland
Landing Branch will be retained in the short term. In 2011, the Board commissioned a study to
investigate reorganizing and redesigning internal areas to achieve a more functional design for the
public and staff11. The study identified an approach to reorganizing and replacing functional areas,
furnishings and shelving to better utilize the available space. The estimated costs were in excess of
$100,000. The staff report to the Board indicates this was a short term response in anticipation of a
new branch. Furthermore, the CEO at the time noted that while the plan was appealing, “the
additional space gained and other benefits are rather minimal given the overall costs”12.
In our view, it would be inadvisable to proceed with major renovations to the Holland Landing Branch
until the future of the facility is determined. If the building is no longer used as a library, the
expenditures would clearly not be justified. If the existing branch is to be retained, either at its
current size or as an expansion, any changes are premature. An expansion will almost certainly
involve a significant restructuring of existing areas in the branch that would replace any short‐term
alterations. If the branch is retained at its current size, it is likely that the administrative functions will
be moved and this would create additional options for restructuring the space. For these reasons, we
would not support major changes to the Holland Landing Branch unless these can be demonstrated to
be consistent with future uses anticipated in the Master Plan.
While major renovations inconsistent with future uses should be avoided, upgrades and
improvements to the branches to better meet the immediate needs of users will be required. Based
on our projected phasing, the existing Holland Landing Branch will serve the community for another
11
12

See Library Board Report SR2011:31 re. The Mayhew Study.
See Library Board Report SR2011:31 re. The Mayhew Study.
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14 years. The Mount Albert branch will continue to serve users in the east until 2031 and likely
beyond. In both cases, we should expect ongoing improvements and upgrades to serve the evolving
needs of users.
Optimum Building Sizes
In all cases, the library classifications in the generic facility hierarchy show ranges in size. While we
have assigned a size to the future branches in the recommended facility model, these should be
understood as general guidelines. The actual size may vary within the range indicated by the library
classification and will be influenced by considerations such as the site or possible partners that are
specific to the development.
While the actual size of future libraries may vary from those indicated in our facility model, our
recommendations for the size of Community and District Libraries were influenced by cost
considerations. Libraries built on a single floor are considerably less expensive to build and operate.
The maximum size for a single floor library in somewhere in the order of 20‐22,000GSF. Consequently,
Community Branches in the recommended facility model are not more than 20,000GSF and District
Branches are at least 35,000GSF.
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A Preferred Facility Model for East Gwillimbury
The preferred facility model for East Gwillimbury, will be influenced by population projections. We
have provided two scenarios. Scenario One (Figure 1.4) shows the projected population of East
Gwillimbury Town‐wide and extrapolated by settlement area. These estimates are for 2031, which
will be the end date for the purposes of facility planning for the Library Master Plan. Additional
growth after 2031 will be reflected in future updates of the Master Plan. Scenario Two (Figure 1.5)
aggregates settlement area estimates into three possible service areas. In both cases the space
requirements are based on the recommended provision standard of 0.7GSF/capita and the best
available estimate of projected populations13.

Figure 1.4: Scenario One: Future Library Space Requirements by Settlement Areas
2031
Population
Projections

Existing Library
Space(GSF)

Additional
Required by
2031(GSF)

Total Library Space
in 2031(GSF)

6,000

6,000

0

6,000
Existing branch results in a
surplus of 1,800 GSF.

Holland Landing and
Surrounding Area

20,000

7,500

6,500

14,000

Sharon and Surrounding
Area

12,000

0

8,400

8,400

Queensville – Future
Development Area

30,000

0

21,000

21,000

Green Lane West and
Corridor

12,500

0

8,750

8,750

Rural

6,000

0

4,200

4,200

48,850

60,550 (includes an
adjustment for the 1800GSF
surplus to bring total back
to 0.7GSF/capita)

Mount Albert

TOTAL – Town of East
Gwillimbury

86,500

13,500

Scenario One simply allocates library space based on 2031 population projections for various
settlement areas. Mount Albert will have a surplus in 2031. The 4,200GSF required for the rural
population would be accommodated in libraries located in other settlement areas.

13

The projections are based on information provided by the Town of East Gwillimbury Development Services
Department based on the Town of East Gwillimbury Growth Management Study (Sept. 2008). For the purposes
of this Master Plan and to assist in determining a future facility model, population estimates have been
prepared by settlement area. We note these are estimates only.
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Scenario Two, shown below in Figure 1.5 describes future population and library space requirements
based on possible service areas.14
Figure 1.5: Scenario Two: Future Library Space Requirements by Service Areas

Service Area

Eastern

West
Central

South West

TOTAL

2031
Population
Projection

Existing Library Space
2013

8,000

6,000GSF
(existing Mt Albert Branch)

50,000

3,750GSF
(1/2 of existing Holland
Landing Branch)

28,500

3,750GSF
(1/2 of existing Holland
Landing Branch)

86,500

13,500GSF

Additional
Space
Required
by 2031

Total Library Space
in 2031 (GSF)

0GSF

6,000
Existing branch results in a
surplus of 400GSF.

31,250GSF

35,000

16,200GSF

15

47,450GSF

19,950
60,950 (includes 400GSF
surplus from Eastern Service
Area)

This involves grouping settlement areas from Figure 1.4 in a manner that may reflect how residents
will use libraries. The definition of service areas is highly arbitrary. We have no information describing
current patterns of use and no way to speculate on how future residents will use libraries. We know
that library use is influenced by factors other than accessibility, including the quality of service; the
relationship to work and school; location relative to recreation and retail services, etc.
NOTE: As development plans are finalized the locations of new residential areas, preferred
transportation corridors, and the commercial, retail and institutional land uses that attract residents
14

The dates and the locations identified for new facility construction are based on the best available population
projections. It is possible that the phasing of new population growth and the allocation of population by
settlement will change as development in East Gwillimbury proceeds. This may result in changes to the
recommended date or location for the future provision of library facilities. Population growth should be
monitored and the timing and location of library development adjusted, as warranted.
15

Note – the difference in the amount of additional space required in Figures 1.4 and 1.5 is explained by the
reallocation of one half of the rural space requirements to the Eastern Service Area where the surplus at the
existing Mount Albert Library accommodates this requirement. This is also reflected in the differences in the
total surplus of library space in the final column.
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will be clarified. With this information it will be possible to more accurately allocate population to
service areas and this may have an impact on the location of the libraries within these service areas.
While we have insufficient information to accurately predict future service areas, we can identify
reasonable possibilities for our purposes. We have identified the following three service areas:
Eastern Service Area – including Mount Albert and one‐third of the rural population. While
we have assigned one‐third of the rural population to the eastern service area centred on
Mount Albert, this likely over‐estimates actual patterns of use. Queensville is more centrally
located with respect to the Town’s rural population and will have a larger library with
considerably more services and amenities. In the future, we expect that the Queensville
library will be the preferred location for most rural residents.
West Central Service Area – including Queensville, two‐thirds of the rural population, and
one‐half of the population assigned to each of the Holland Landing and Sharon settlement
areas. The future urban settlement area for Holland Landing extends north of the existing
hamlet and we expect many of these residents will be oriented toward Queensville. Similarly,
future growth in the Sharon area will extend the boundaries of the existing hamlet and some
of these residents may fall within a service area focused on Queensville.
South West Service Area – including the Green Lane corridor and one‐half of each of the
Sharon and Holland Landing settlement areas.

Recommended Facility Model for the EGPL
There are a number of combinations of libraries and locations that could be reflected in possible
Facility Models for the EGPL. We have described three that effectively illustrate the choices available
to the Board. In defining these Facility Models we were guided by the following considerations and
assumptions:
A. All models include the existing Mount Albert Branch to serve the Eastern Service Area. The current
library, at 6,000GSF., is a small Neighbourhood branch. Based on the recommended guideline of
0.7GSF/capita, this library over‐supplies space currently and will provide enough library space to
serve the projected 2031 population in Mount Albert and the surrounding rural area. Retention of
the existing Mount Albert Branch, at its current size, is warranted because it plays a unique role
in serving the population to the east of the 404.
B.

All models assume there is a library in Queensville and Queensville is always the location of the
largest library in the system. Population projections show that Queensville will accommodate a
significant proportion of future population growth and is the settlement area most accessible to
the entire Town. In facility models that include a District or Central Library, Queensville is the
designated location.
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C.

The facility models will describe both highly decentralized and centralized options. The degree of
centralization is the fundamental question when selecting a facility model. Consequently, the
optional models identified for the EGPL include both a highly centralized and decentralized
option.

Excluding the Eastern Service Area which will continue to be served by the Mount Albert Branch
without any change in total library space, approximately 55,000GSF of library space will be required
by 2031 to serve population in the West Central and South Western Service Areas (see Figure 1.5).
We have identified three options for future branches which illustrate reasonable scenarios for
allocating this space consistent with the branch classifications described in Figure 1.2.
As noted above, the options include;


A highly centralized model.



A more decentralized model.



A third option situated between these extremes.
Figure 1.6: Facility Model Options

Option ‐
Description

Option 1
Highly
Decentralized
5 Branches

Library Location(s)

Service Area(s)

Branch
Classification

Size (GSF)

Mount Albert (existing)
Sharon
Green Lane
Holland Landing
Queensville

Eastern
West Central/South
West
South West
West Central/South
West
West Central

Neighbourhood
Neighbourhood
Neighbourhood
Community
Community

6,000
8,000
8,000
19,000
20,000

Mount Albert (existing)
Queensville

Eastern
West Central/South
West

Neighbourhood
Central

Mount Albert (existing)
Holland Landing or
Sharon or Green Lane
Queensville

Eastern
West Central/South
West
West Central

Option 2
Highly
Centralized
2 Branches

Option 3
3 Branches

6,000
55,0000

Neighbourhood

6,000

Community
District

15,000
40,000

The preferred facility model for EGPL is Option 3. This option strikes the best balance among the
three key criteria of access, quality of service and cost.
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While with five libraries and a branch in all existing and future settlement areas Option One provides
the most accessibility, it is the least acceptable option from the perspective of service and cost. The
largest facilities are Community Libraries of roughly 20,000GSF that do not provide the in‐library
programming and working areas, specialized spaces or amenities increasingly demanded in
contemporary libraries. The cost of operating five branches will be considerably higher than the other
options and operating hours will be the least convenient.
Option 2, the most centralized model with only two branches, would be the most cost effective. With
a 55,000GSF Central Library, this option provides the greatest latitude for offering the full range of
specialized services and amenities associated with large urban library systems. While Queensville is
the settlement area closest to the geographic centre of the Town, it is not as well located with respect
to future population and especially the residential development anticipated along the southern sector
of the municipality.
The proposed Community Library in Option 3 provides a strategy for enhancing access in the
Southeast Service Area. At the same time, the proposed 40,000GSF District Library in Option 3 can
provide many of the services that would have been available at the larger, Central Library in Option 2.
This option best meets our objective of maximizing access and service at the lowest cost.
There are also staffing and service considerations that justify the three branch model. Option 1 with
five branches has increased staffing costs. Multiple small buildings:


Add to the service points within the system and therefore the number of staff the library
system requires; each building has to be staffed at a minimum level yet the level of activity is
often not high.



Add administrative support costs. When library locations are small, on‐call staff are needed
even when a single staff member cannot make it to work because of illness, family
emergency, staff training or vacation. This can mean extensive use of on‐call staff and can
mean that administrative staff spent more time finding staff to cover scheduling problems.
The need for administrative support becomes greater since the need for on‐call staff is
immediate.



Results in a larger portion of part‐time staff members. A smaller branch model tends to result
in shorter hours at each branch location, making full‐time hours staff hours difficult to
schedule. Since the public want evening and weekend hours, it also becomes almost
impossible to schedule full‐time staff to fit the expected number of evening and weekend
hours.

Option 3, which we recommend, serves the community from three branches while managing
staffing and administration costs.

24

Dysart & Jones Associates

East Gwillimbury Public Library
Review and Update of 2009 Master Plan
We recommend that:
1.3

EGPL adopt a facility classification system designating sizes and customary services and
amenities for Neighbourhood, Community, District and Central libraries.

1.4

EGPL adopt a 3 (physical) facility model, with 1 Neighbourhood branch, a Community branch
and a large District branch, as well as 1 digital branch.

1.5

Future library branches are a minimum of 5,000GSF and preferably 8‐10,000GSF (sized as
Neighbourhood branches). Smaller satellite or store‐front branches, even if planned as
temporary locations, should not be provided. This recommendation mirrors the trend toward
larger libraries. Library systems are discovering that small branches are costly to operate
(high facilities and staffing cost for shortened hours of operation) in comparison with the
activity they generate. As indicated in the Trends Report, libraries are becoming places that
must combine both noisy and quiet uses of the space.

1.6

Given the significant challenges that are anticipated in renovating or re‐purposing existing
EGPL branches for future use, this strategy should only be pursued as a last resort and only
after a detailed architectural assessment of the existing building. Space requirements in
excess of 0.7GSF/capita should be anticipated if existing buildings are renovated or re‐
purposed.

1.7

The existing Mount Albert Branch (a Neighbourhood branch) is retained at its current size to
serve the Eastern portion of the Town.

1.8

A new District Library of 40,000GSF is developed in Queensville, both because this West‐
Central area is projected to experience the most growth, and to best serve constituents in
urban and rural areas. The District Library should be developed in two phases:
 The first phase should be available when the population reaches 36,305
(projected for 2018)
 The second phase when the population reaches 86,500 (projected for 2031).

1.9

A new Community Library of 15,000GSF is developed to serve future population growth in the
South West areas of the Town; it is projected that the population will reach 67,280 by 2028.
The preferred location of the library will be subject to further investigation and could be in
Holland Landing, Sharon or the Green Lane corridor.
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Phasing and Preliminary Capital Costs
Phasing of Facility Development
Figure 1.7 describes population growth and library space requirements for the service areas. These
are shown for four points in time between 2013 and 2031. Population was assigned to service areas
as discussed earlier16. Population for 2013, 202317 and 2031 are based on information provided by the
Town’s Development Services Department. The 2018 and 2028 population assumes growth is
relatively consistent on an annual basis and takes the mid‐point between 2013 and 2023 and 2023
and 2031 respectively. While this is an arbitrary assumption, no other information is available upon
which to base the 2018 and 2028 population estimates. The population projections and the
anticipated phasing are considered adequate for the purposes of library facility planning. It is
recognized that the actual population for the settlement areas, and consequently the service areas, at
the dates indicated may not be realized and the EGPL must monitor actual population growth and
refine capital development strategies accordingly.
Figure 1.7: Population Growth and Library Space Requirements by Service Areas
Service Area
Eastern
West Central
South West
TOTAL

Population

2013
6,300

2018
7,150

2023
8,000

2028
8,000

2031
8,000

Space (GSF)

4,410

5,005

5,600

5,600

5,60018

Population

10,750

18,625

26,500

38,250

50,000

Space (GSF)

7,525

13,040

18,550

26,775

35,000

Population

7,500

10,530

13,560

21,03

28,500

Space (GSF)

5,250

7,370

9,490

14,720

19,950

Population

24,550

36,305

48,060

67,280

86,500

Space (GSF)

17,185

25,415

33,640

47,095

60,55019

The recommended EGPL facility model in 2031 will see three physical branches:
(1) The existing 6,000GSF Neighbourhood Branch in Mount Albert serving the Eastern Service Area,
(2) a new 40,000GSF District Library serving the West Central Service Area but also providing
specialized services on a Town wide basis, and
(3) a 15,000GSF Community Library serving the South West Service Area.
16

See “A Preferred Facility Model for East Gwillimbury” and Figure 1.5.
The Development Department provided a Phase One projection by settlement area based on the York Durham Sewage
System Agreement (March 2012). These projections were associated with development dependent on the York Durham
Sewage System extension which is anticipated to be commissioned in 2015. The initial phase of growth (Phase One) will
provide for the first five to ten years. For the purposes of this exercise we have assumed this growth will be in place by 2023.
18
Required space based on population is 5,600GSF, actual space of the existing library is 6,000GSF resulting in a 400GSF
surplus not shown in the figure.
19
Required space based on population is 60,550GSF, actual space is 60,950GSF, due to the 400GSF surplus in the Eastern
Service Area.
17
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For the purposes of recommending a phasing program, we have assumed that the existing 7,500GSF
Neighbourhood Branch in Holland Landing will be retained until the 15,000GSF Community Library is
constructed. This also assumes that rather than renovating and expanding the existing Holland
Landing Branch, a new library will be constructed. As discussed elsewhere, this appears to be the
most likely scenario. The following is the proposed phasing strategy.
There will be no change in library facilities in the Eastern Service Area in the period to 2031.
The population growth and library space requirements in Figure 1.7 indicate that the West Central
Service Area’s needs should be addressed before those in the South West Service Area. Our
recommendation is for a full District Library in Queensville. As the largest library in the EGPL system, it
will provide some services on a Town‐wide basis, but, the service area population will not warrant a
40,000GSF branch until 2031. However, the area requires library service well in advance of this date,
so we have recommended a phased development, with 20,000GSF of library space provided in each
of 2018 and 2031. Site planning and building design should reflect the phased development. This will
likely require some over‐building and over‐servicing in Phase One to realize cost efficiencies for the
future addition. While a two phased development will create additional challenges and result in
higher costs, it appears to be the only reasonable option. Building the District Library in a single phase
would result in a significant surplus of library space in the short‐term; is probably not a realistic
financing option for the Town, and would unduly delay library service for residents in the South West
Service Area.
The population of the South West Service Area will support the recommended 15,000GSF Community
Branch by 2028. Until the library is developed, services will continue to be available at the existing
Holland Landing Branch. This Neighbourhood branch of 7,500GSF will accommodate some of the
demand until the community library is in place. We have not specified a location for the South West
Community Library. It could be located in Holland Landing, Sharon or Green Lane. The preferred
location will be determined when the detailed planning for the branch is undertaken (2025). By this
time, residential and urban development patterns, transportation routes and access, and potential
partners will be known and this should influence the selected location. The proposed phasing
schedule for library development is outlined in Figure 1.8.
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Figure 1.8: Potential Phasing of Library Development

Date

2013

2018

2028

2031

Anticipated
Population

Library Space
Requirements
GSF

Available
Libraries and Space (GSF)

Space Surplus
or (Deficit)
GSF

24,550

17,185

Mt. Albert existing (6,000)
Holland Landing existing (7,500)

(3,685)

25,415

Mt. Albert existing (6,000)
Holland Landing existing (7,500)
Phase One of new District Library (20,000)

8,085

47,095

Mt. Albert existing (6,000)
Phase One of new District Library (20,000)
New Community Library (15,000) to
replace Holland Landing existing branch
(7,500 ‐ resulting in a net gain of 7,500)

(6,095)

60,550

Mt. Albert existing (6,000)
Phase One of new District Library (20,000)
New Community Library (15,000)
Phase Two of District Library (20,000)

450

36,305

67,280

86,500

While there are brief periods when the available library space is in a surplus or deficit situation, the
proposed phasing provides a very balanced and consistent approach to responding to population
growth. Of course the phasing is tied to population and the developments should be triggered by
actual growth. The phasing may also be influenced by other factors. The ability of the Town to finance
these developments according to this schedule will be a major consideration. While consistent with
projected population growth, in less than 20 years the EGPL will change drastically. Over 50,000GSF of
library space will be added and three major building projects undertaken. It will be a challenge to
maintain this pace of development.
Partnership opportunities are also a key factor that may influence the phasing. As discussed
elsewhere, we strongly recommend that, if possible, all future libraries be built in partnership with
other service providers. The advantages of joint service delivery are so significant that they should
influence phasing. In most cases, it would be advisable to build a library sooner, or delay construction,
to take advantage of a partnership opportunity.
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We recommend that:
1.10

When the new Community Library is opened, the existing Holland Landing branch be closed.

1.11

The recommended District Library in Queensville for the West‐Central growth area is
developed in two phases. The first phase should be available for public use by 2018 and the
second phase by 2031.

1.12

The recommended Community Library to serve the South West sector of the Town is available
for public use by 2028.

1.13

The phasing of new Library development is adjusted, if warranted, based on opportunities to
partner with other service providers.
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Preliminary Capital Costs
Figure 1.9 presents capital cost estimates for recommended new library development, including an
allowance for sustainable design, site development, contingencies and soft costs, equipment and
fitments, permits, landscaping requirements, engineering design fees, engineering contract
administrative fees, and project management costs.
These are very general preliminary cost estimates and must be confirmed with additional
investigation. Capital costs cannot be accurately estimated at this level of analysis because actual
costs will vary significantly depending on time of tender, local market conditions, design, quality of
materials and finishes, site conditions etc. A base construction cost of $300/GSF was adopted for new
construction. This figure reflects the fact that the buildings are in the 15‐20,000GSF range and will not
benefit from economies associated with larger building projects. This cost estimate will provide for a
high quality design consistent with contemporary library development in urban areas in the GTA. It is
assumed that the EGPL will make every attempt to incorporate energy‐efficient elements and
technologies into the design and development of facilities. An estimated cost premium (8%) for
achieving a Leadership in Energy and Environment Design (LEED) Silver‐equivalent level of design and
construction is included. Not included is the cost of the LEED accreditation process.
The estimate also includes customary allowances for other project costs, contingencies and site
development considerations (assuming no unusual site conditions; hazardous materials; unusual soil
conditions etc.). The estimate does not include allowances for parking or other site features. Costs
associated with additional library materials are not included in these estimates. Land acquisition costs
are also not included. Other exclusions include (as applicable): temporary relocation costs/moving
and storage; financing charges; legal and administrative costs and HST. Costs are in 2014 dollars and
do not allow for price escalation to the time of tender. These costs do not take into account potential
partner contributions, grant monies available at the time of implementation, the availability of
development charges funding, or other funding sources.
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Figure 1.9: Preliminary Estimate of Capital Costs
District Library Phase
One
(2014$)

Community
Library
(2014$)

District Library Phase
Two
(2014$)

6,000,000

4,500,000

6,000,000

600,000

450,000

600,000

6,600,000

4,950,000

6,600,000

528,000

396,000

528,000

660,000

495,000

660,000

660,000

495,000

660,000

Permits and Approvals (1.5%)

99,000

74,250

99,000

Landscape & Site Plan (1%)

66,000

49,500

66,000

Engineering/Design Fees (8%)

528,000

396,000

528,000

9,141,000

6,855,750

9,141,000

Cost Category

Construction ($300/GSF)
Site Development (10%)
Net Construction Estimate:
LEED Silver Equivalency (8%)
Contingency/Soft Costs (10%)
Equipment & Fitments (10%)

Total Estimated Capital Cost
TOTAL – ALL PROJECTS

25,137,750

Total project costs in constant 2014 dollars are about $25million. While we have shown identical
(2014) costs for the first and second phase of the District Library construction, a much greater
proportion of the total cost would likely be committed to Phase One to cover design and planning,
structural elements associated with the future expansion, and components that would be over‐built
in the first phase because they will be required to serve second phase users (lobby/reception; public
washrooms; mechanical and service areas; etc.).
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Principles for Future Library Development
The following discussion identifies a number of principles that should guide EGPL’s future Library
development.
Future Facility Planning and Detailed Design
There are two general approaches that can be adopted for estimating future library space
requirements. The Master Plan provides the most basic level of analysis estimating future overall
space requirements based on a per capita level of provision. This basic projection of overall space
requirements must be refined by preparing a functional space program based on two additional levels
of analysis;


First, more detailed space planning guidelines should be used to estimate functional areas
(e.g. collection space, staff and administrative space) within the library. These more detailed
calculations allow one to both confirm and fine‐tune the estimate provided by the per capita
projection.



Second, the functional space program emerging from the previous step should be refined
with the input of library staff to reflect differences in service delivery needs and priorities in
the local community.

While preparing a functional space program is a more precise method for projecting library space
requirements, it must be emphasized that a master plan is still a starting point for more detailed
investigation. The actual space program can only be determined during a detailed design exercise
when a variety of other critical factors will be considered, including site conditions, relationships with
existing buildings and potential to share space (if relevant), building system considerations (such as
energy efficiency or LEED certification that may have space implications), a more detailed assessment
of program and service delivery objectives and the implications for design, the actual design of the
building (e.g. number of stories, special architectural features, etc). These issues can only be
addressed with a detailed design exercise to confirm a space program for building and development.
Of course, it is also during the process of detailed design that other important characteristics of the
public library are confirmed. The design of the library will be influenced by its location, the Town’s
planning and urban design policies, possible partners, and the construction budget. These are
currently unknown for all of the future libraries recommended in the Master Plan. However, we
strongly support the need for further detailed design studies undertaken by architects that
understand public libraries. Public libraries are important civic buildings which contribute to the
image and identity of their communities and the creation of public spaces. This must be reflected in
their exterior planning and design. In addition, the functionality of the library, particularly when
integrating technology, convenience and comfort, is directly related to the quality of interior design,
fitments and furnishings. These are important issues requiring further investigation.
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While we have commented on design considerations in this chapter, the Master Plan does not deal
with design. The design process will commence with the feasibility studies for each new branch that
follow the Master Plan and continue through the process of detailed design and construction.

Co‐Location and Service Delivery Partnerships
Those interviewed for this study expressed very strong support for building libraries in conjunction
with other community facilities. This is currently the case for both of East Gwillimbury’s libraries
which are in buildings accommodating community recreation facilities. This approach is also
recommended in the 2009 Library Master Plan. In terms of library partnerships, however, there is an
important distinction between co‐location and shared service delivery.
There have been many successful examples of public libraries co‐locating with community recreation
facilities (Angus Glen in Markham, Tansley Woods in Burlington, the McBain Centre in Niagara Falls,
Frank McKechnie in Mississauga, Whitchurch‐Stouffville Public Library at the Lebovic Leisure Centre
are a few in the greater Toronto area). Experience in Ontario consistently demonstrates a positive
impact on library use when they are co‐located with recreation facilities. Opportunities for casual,
drop‐in use are expanded when users of the recreation centre (who in some cases may not be current
users of the library), have immediate access to the library. In some cases this results in expanded
library membership due to increased exposure to non‐library users. Other benefits include a potential
for capital cost sharing and operating efficiencies, space sharing and cross‐programming
opportunities, and the increased convenience for users. Key informants and focus group participants
providing input to the Master Plan were in favour of co‐locating library facilities with community
recreation facilities, and cited many of the benefits noted above.
While co‐location with recreation facilities is the most common arrangement, libraries have also been
co‐located with other uses. For example, libraries are often included in large retail and commercial
developments. While these partnerships do not necessarily yield financial or service benefits to the
library (indeed it can be argued that the library attracts users for the retail/commercial
establishments), they may increase library use and exposure. Furthermore, the presence of a library
may become an integral part of other development schemes, (e.g. creation of a central service hub)
and therefore contribute to other municipal objectives.
While co‐location is generally preferred to stand‐alone libraries, shared service delivery is generally
preferred to co‐location. The possible benefits are much greater when shared service delivery is
possible because another party brings resources (funding; staff expertise; materials) to the
arrangement.
There are many possibilities for shared service delivery both within the Town and with other non‐
municipal service providers. Within the Town, the best candidates would be economic development
and cultural services. Public libraries in other jurisdictions have assumed an important role in
economic development as a partner with the municipality and community agencies (such as the
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Chamber). As small business and home‐based businesses increase their presence in a local economy
where information, creativity and knowledge are driving forces, the Library will be a valued resource.
One of the dominant trends defining library service delivery is the movement from consumption to
creativity.20 Libraries are becoming the creative centres of their communities with “maker spaces”;
media labs; technology programming and training focused on experiential learning, creativity and
community collaboration. The public library is the appropriate home for these creative spaces and
library staff have the skills, experience and networks to enhance the community’s creative capital. In
East Gwillimbury, the Library’s connection to the arts and cultural community is already well
established through the Southlake Cinemania film series and author readings. The Library’s art and
cultural initiatives will be expanded as new spaces are available in contemporary libraries. The EGPL
will be well positioned to play this role, in partnership with the Town’s recreation and cultural
services. This partnership should be pursued and clarified. Creative space, and the technology and
equipment that supports it, are expensive and duplication is not an option. The possibility of
expanding and enhancing resources and space to be programmed by EGPL and Town staff should be
explored and reflected in the plans for the recommended District Library in Queensville.
Joint service provision need not be limited to partnerships with the Town. Experience in Ontario
indicates that with appropriate planning and facility design and comprehensive, well‐structured
management agreements, joint school/public libraries can offer significant benefits. This is the case
primarily because of the pooling of resources. With secondary and post‐secondary facilities, budgets
are available for building library space and for materials and staff. When combined with public library
resources, larger libraries with more materials, technologies, staff, and resources can be developed to
effectively serve students and the community. While public libraries are sometimes developed with
elementary schools, the benefits to the library are generally less significant because the educational
authority has fewer resources to bring to the table. East Gwillimbury currently does not have a
secondary school, but one can be expected with new population growth. Council has also made the
attraction of a post‐secondary institution a key objective of its Strategic Plan. Opportunities for
shared service delivery with future educational facilities should therefore be explored further during
the implementation of the Master Plan.
Shared service delivery options have largely been dominated by school‐library combinations.
However, educational authorities are not the only possible partners. New, contemporary libraries can
be positioned as a vital service provider within the “information economy”, ensuring the knowledge,
tools and resources required by an information‐literate population are available. There are many
partnerships that would allow collaboration and synergies with other information providers in East
Gwillimbury, including the Town/municipal offices, health service providers, business and technology
service providers, economic development agencies, etc.
Partnerships can have an impact on long‐term operating costs through the sharing of basic occupancy
costs, but more importantly, creative partnerships with other service providers can increase the
20

See trends discussion in the Master Plan Background report for a detailed discussion.
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Library’s eligibility for external funding and might enhance revenue streams currently unavailable to
libraries.
East Gwillimbury is in a very favourable position to capitalize on possible partnerships, including
shared service delivery, because new facilities and services will be planned as the population grows.
There is an opportunity, therefore, for the Library to consider a wide range of partnership
opportunities. While community recreation facilities are potential partners, so are educational, arts
and cultural, retail/commercial, and other information providers.
While the potential benefits of partnerships, particularly those involving shared service provisions, are
considerable, so are the challenges. Any time two independent agencies share resources to deliver
services, the potential for conflict is real. However, well‐structured agreements can often address
these issues. The other challenge, even for co‐location, is timing. Sufficient users to support
development will not always materialize at the same time. This might be addressed by phasing
developments. Funding may be a greater challenge. When funding is available, public agencies are
strongly motivated to act, even if this jeopardizes possible partnerships. This will be an important
issue for East Gwillimbury during the implementation of the Master Plan. In our view, opportunities
for partnership should be seriously considered when determining the timing and location for future
library development.
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Facility Design Considerations
The roles and functions of public libraries have changed significantly in the past 10‐15 years, largely in
response to technology but also due to customer expectations, demographic shifts, a growing
appreciation of the library’s potential role in a knowledge based economy, an increasing emphasis on
partnerships and joint service provision and a growing realization within the library community on the
importance of actively participating in a wide range of community initiatives. Relevant trends21 with
implications for library space requirements and design are briefly noted below.

Libraries as a Focal Point in the Community
Increasingly, libraries are being thought of as a “centre” or “focal point” of a community. They are
spacious, welcoming, highly visible, accessible places where people come together to gather
information, exchange ideas and explore their creativity.
Design Considerations – Space Implications







Reception area with enough space for community information area and comfortable places
for sitting.
Adequate spaces well designed for working and reading.
Multi‐purpose programming rooms; community assembly areas; signage and wireless access.
Comfortable quiet reading areas separated from program areas.
Group working; noisy areas for collaborative efforts; separation from quiet areas
Open concept and flexible, fully accessible, self‐guiding layout.

Integration with Other Civic Services
A trend in municipal planning is the development of neighbourhood centres that bring together
multiple civic amenities including libraries, government services, daycares, recreation centres, and
public parks or plazas. This can enhance sense of place but also create synergies between
complementary services.
The combination of a library with municipal government services is an important example. One of the
more pragmatic goals of new library design and programming has been to meet the information
needs of all citizens in their daily lives and this often involves government services. Locating the civic
administration and main community library together creates the opportunity for ‘one‐stop shopping’
but more importantly takes advantage of the interaction that can be created in such a centre. The
role of the library in fostering civic participation is greatly enhanced through linkages with the town
hall. Integrating the library with municipal services as a unified civic service centre creates a more
accessible and citizen‐oriented space.
21

See also the discussion of trends in the background report prepared for this study.
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Entrepreneurs and small businesses, which increasingly form the foundation of the Canadian
economy, are depending on today’s libraries as they plan their products and services, investigate
financial resources, and ultimately expand employment opportunities and prosperity in their
communities. Parents, teachers and homeschoolers are using the library’s programs and resources to
improve literacy, computer‐literacy, and as a complement to more traditional forms of education.
Increasingly, libraries are providing employment services through linked databases with other
government agencies. Research has always been a cornerstone of library service, and today’s libraries
provide an expanded research function with links to educational, institutional, and business
databases in Canada and around the world. These are the links to other civic and community services
that can be pursued with library design and development.
Design Considerations – Space Implications





Program areas, training areas, and computer rooms.
Government service kiosks, job banks, and job training clinics.
Linkages to educational, institutional and business databases.
Flexible layout accommodating a variety of programs.

Libraries as Creative Centres and Facilitators of Digital Literacy
While libraries have always been disseminators of information, they are no longer content with one‐
way communication. Through elements of design, programming, and partnerships, the Library is
increasingly fostering dialogue and exchange with its users. The spaces inside and outside libraries are
the ideal locations for civic events, celebrations, fairs, festivals, political debates and concerts. Public
art installations, temporary exhibits, and local history displays help libraries establish a setting for
social interaction, encouraging people to gather, talk, and learn.
As facilitators of digital literacy the library’s goal is to bring the Internet into the service of individuals
and communities. The library as a space for community knowledge exchange remains paramount and,
for such users, the library’s digital services are less about computer terminals than about space to
have their ‘way of knowing and creating’ expressed and included.
Design Considerations‐ Space Implications


Social spaces, presentation spaces and exhibit spaces



Adequate space and equipment to provide community information as well as staff knowledge
and awareness of community events, organizations and services.



Prominent displays of local history, culture, heritage, natural history, etc.



Information kiosks linked to the Internet; digital displays of information; spaces for interactive
learning and training



Media labs for music, audio‐visual, documentaries, etc. and specialized areas for use of
technology.
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Libraries as Centres for Technology and Innovation
Increasingly, support for community social and economic development is becoming a core function of
the library in an information economy characterized by rapid change. Libraries are providing
workshops and training in computer literacy, e‐technology, and navigation through the information
age. The library increasingly plays a role in supporting small businesses, home‐based business, the
self‐employed and individuals who must continually upgrade skills or search for new careers in a
changing marketplace. Through highly trained staff, state‐of‐the‐art technologies, and accessible
programming, libraries are contributing to the knowledge base of communities in many ways. Trends
indicate that access to all forms of library information and content will become increasingly
associated with smaller, more powerful, and more versatile hand‐held wireless devices. This will
continue to impact the way public libraries deliver their services.
Design Considerations – Space Implications





Adequate space and well‐designed areas for individual study and group work.
Separate, designated Internet workstations and training areas.
Reduced space needs for print reference materials and non‐fiction items.
Increased space needs for digital media.

Libraries with a Customer‐First Focus
Public library staff roles are evolving with the changing role of the public library. Five years ago, staff
that got out from behind the information desk, “walked” the floor and engaged users was a novel
concept. Now staff might be hosting a video game tournament or helping kids use animation software
to create a video. Staff interactions with users are happening in the virtual library as well. Today’s
library staff are creating conversational loops with users on social networking sites to discuss
important ideas of the day, current news topics, library innovations, new library content, etc. As
technology changes the way users interact with the library, it is also changing the way staff interact
with users.
Design Considerations – Space Implications






Self‐guiding layout, visible signage and self‐serve features.
Internal display space
Appropriate staff workspace, office space and a visible staff presence throughout the library;
mobile information stations.
Wide aisles and shelving designed for customer convenience.
Self‐serve features including self‐sort book drops, self‐checkout, and on‐line public access
computer terminals throughout the library.
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Balancing Collection, Individual and Group Spaces
To complement the increasing range of activities and services provided in a major library, users have
expressed the desire for a more diverse mix of spaces. The provision of space is being considered for
both user type (children, seniors, level of technical skill, etc.) and activity type (quiet study, group
work and collaboration, social interaction and conversation, etc.). While digitization will decrease the
physical collection space, more space will be required to accommodate these other functions.
Digital devices are becoming more mobile and many users are less dependent on technology‐specific
space such as desktop computer workstations. For users of personal digital devices, the physical
characteristics of space are in fact more traditional with emphasis on atmosphere and comfort.
Although flexibility is a key component of new library spaces, attracting a new and diverse range of
users can require the creation of specialized areas. In addition to children’s areas, libraries are
establishing specific zones for teenagers or seniors. In the case of teen areas, interior design elements
establish a clear perimeter and identity and a high profile for the graphic representation of local
youth art, experience, and culture. Technological and communications experience, particularly in the
lives of young people, suggests that libraries can help pioneer the interactive hybrid architecture. This
type of space interprets digital and communications media in physical form and promises to blur
conventional separations between work and play spaces, between the retrieval of information and its
uses, between reading and producing literature. 22
Finally, beyond the standard individual workstations, group meeting rooms, and casual reading areas,
innovative use of activity space includes open areas that can transform into performance space and
collaborative “lab” spaces that allow for a variety of installations and community projects. In libraries,
labs can make use of the facility’s multimedia resources to collaboratively explore ideas on current
events, culture, literature, and visual art. In a more modest case, the library can merely provide space
to showcase and raise awareness of current projects within the community.
Design Considerations – Space Implications




Increasingly emphasis on specialized spaces for specialized users in the library (e.g. teen
collaboration and creativity; media labs; etc.).
Group work space and areas for collaborative learning and research.
Community learning and working space.

Design for Sustainability
Increasingly, modern libraries are adopting sustainable building practices. Sustainable building implies
“the use of design and construction methods and materials that are resource efficient and that will
not compromise the health of the environment or the health or wellbeing of the building’s occupants,
22

Bernier, A. (2008). Making Space for Young Adults: Three Stages Toward Success.
http://archive.ifla.org/IV/ifla74/satellite‐7/Presentation_Bernier.pdf
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the general public, or future generations23.” Many developers in Canada are pursuing the LEED
(Leadership in Energy and Environmental Design) certification under the Canada Green Building
Council, while still others are building to green standards and incorporating sustainable design
principles into their projects, while not pursuing certification.
The East Gwillimbury Official Plan places a strong emphasis on sustainability which should be
reflected in the design and construction of new and redeveloped library facilities. This may mean the
layout and design of the facility is compatible with the ecology of the building site; locally available
building materials or recycled/historic materials are considered; passive solar features are
incorporated in the design; energy efficient interior fixtures and equipment are installed; and “green”
building systems are considered for heating, waste water treatment and energy generation.

Conclusion
These facility trends are strongly rooted in the changing roles and functions of public libraries. They
envision a library that is fully engaged with the community. The library is home to a wide range of
programs and activities and a convenient and comfortable place for residents to participate in
recreational reading, research, education and learning, and community events. In addition to a higher
level of design, there are implications for space planning and library facility models. These trends
support larger libraries and higher square feet per capita provision levels. They also are a major
reason why library systems increasingly have fewer but larger library branches.
We recommend that:
1.14

All Master Plan recommendations for new libraries should be confirmed and further refined
as future population growth and development areas are confirmed. In addition, detailed
feasibility studies and architectural assessments, as warranted, will be required to confirm
Master Plan recommendations.

1.15

If at all possible, all future Library facilities should be developed in partnership with other
agencies and interests and preferably those where joint service delivery is possible. Stand‐
alone branches should only be developed as a last resort.

1.16

EGPL and the Town Recreation Department should explore opportunities to partner on the
development and programming of creative space at the recommended District Library.

1.17

The design of all new Libraries should conform to best practices and principles of
sustainability.

23

Ontario Association of Architects, web page on definitions.
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2.0 Technology
Introduction and Recommendation Summary
Technology is critical to the future of public libraries. Every service that libraries offer and every work
process in libraries requires stable, current technology. This statement is true now and will continue
to be in the future. Libraries, like chairs, depend upon four sturdy legs – buildings, collections, staff
and technology (IT). If a chair has a slight wobble, the problem can be fixed without much difficulty. If
the wobble is severe, the chair becomes unusable. This section of the report assesses one of the East
Gwillimbury Public Library’s (EGPL) four legs – technology – and recommends steps EGPL should take
to ensure the future strength of its technological capabilities.
Based on our assessment, EGPL is a leading library in terms of technology when compared with most
other libraries serving populations of a similar size. The Board, the administration and the staff of the
Library system should take pride in what they have accomplished. It is impressive.
Many library systems have similar capabilities but few take advantage of those capabilities. Many turn
potential strengths into weaknesses by introducing unreasonable rules and limitations and by under
training staff who deal with the public. EGPL has avoided these common pitfalls. It makes good use of
technology and the effort is clearly appreciated by the public.
Still, we do have suggestions for future growth and for improvement. The recommendations
regarding technology are summarized here:
2.1

Upgrade the website.

2.2

The website software support multiple content authors; support multiple languages and
automatically translate key website pages.

2.3

The design of the website reflects its use as a formal service point and have the robustness to
be a virtual branch that includes the ability of users to interact with staff.

2.4

Appoint a staff lead to be responsible for all eBook issues.

2.5

Prepare a staff development program to:
a. Provide staff with formal training on ways to assist the public with technology issues.
b. Provide formal staff training for eBooks as the Library system grows and gains more
staff.
c. Prepare staff for new roles and responsibilities expected to be as the community and
Library system grows.

2.6

Review policies for Wi‐Fi and technology use annually.
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2.7

Discuss with the Town of East Gwillimbury that EGPL take responsibility for all public Wi‐Fi
zones currently operated by the Town.

2.8

Review the advantages and disadvantages of using encryption for the Wi‐Fi network.

2.9

Support all attempts to bring Orion access to the community – and particularly to the Library
system.

2.10

Investigate separate Wi‐Fi networks for the public and for staff.

2.11

Identify with the Town, advantages of using the town’s RFP process for the acquisition of new
computers.

2.12

Investigate a third‐party offsite automatic data back‐up for staff computers.

2.13

All printing be reviewed and that the Library system introduce more fully functioned printing
capabilities for the public, network staff printing and create a more streamlined, card‐based
payment system.

2.14

Prepare an RFP for the acquisition of new copier/printers/scanners with greater functionality
and efficiency at a reduced cost. The RFP should include networked staff printing and card‐
based payment.

2.15

Develop a plan to incorporate a creative space in or near a branch, possibly with community
partners, and to build the costs of required equipment and supplies into the budget.

2.16

Implement, as part of the website upgrade, a staff Intranet for operational efficiencies,
project management and managing community issues during the period of rapid growth.

2.17

Provide all staff with email as soon as possible; email addresses will be required for the
Intranet and, in the meantime, administration can use emails to consistently communicate
with all staff. Email will complement, not replace regular staff meetings and discussions.

2.18

Introduce a Discovery Layer catalogue, preferably as a part of the OLS ILS RFP process in 2015,
which allows promotional material to be displayed, user reviews and ratings to be added and
‐ most importantly ‐ permits the direct downloading of ebooks and media, without sending
the user to a third party site.

2.19

Implement RFID technology, using all capabilities – particularly self‐check.

2.20

Develop an annual IT implementation plans aligned with the budget process.

2.21

Proceed with Access Cards, using them for both access and for staff identification. Staff
should wear their cards as identifiers to the public that they are Library staff.
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2.22

Establish relationships and communication patterns to ensure it is informed of all Town
technology initiatives and has the capability to partner with the Town on mutually beneficial
initiatives.

2.23

Update all policies regarding technology use.

Current Strengths and Issues
Currently EGPL has some impressive technological strength:
Control over all major IT assets – network, website, computer hardware and software
Dr. Cheryl Stenstrom and Ken Roberts conducted a 2013 study24 of almost 40 library systems and
determined those libraries with control of their technology (rather than the municipality
controlling the technology) tends to result in better library service. The exceptions are core
support services such as network and email, which the municipality can control. This is an
important finding since public libraries are relying on good technology as a key factor in future
success.
Staff confidence
EGPL is well served by dedicated staff who genuinely cares about providing the best service
possible and who, typically, are not afraid of technology.
Good broadband access and Wi‐Fi
This is a strength we rarely see in a library system. For a community that has rural and suburban
characteristics, EGPL has good broadband access and Wi‐Fi that can be accessed with few
restrictions. EGPL has very wisely taken advantage of poor residential access by providing good
Library Internet access. The community sees that a key Library role is the provision of Internet
access. As EGPL expands its technological capabilities and services, it appears these service
changes will be understood by many members of the community.
The EGPL website
EGPL has an advantage over websites offered by many municipal libraries: its website is
independent of the municipal website. This is a strength because:


The website can focus on unique Library needs



The landing page can highlight specific Library programs and services

24

The study can be obtained through the Canadian Urban Libraries Council. The main findings will be reported
in an issue of Library Management in 2014.
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All listed contacts are Library related (when library websites are attached to municipal sites,
mayors and councilors receive many more comments and complaints because the contact pages
unintentionally suggest that municipal officers are responsible for library services)



Links to Library resources are more quickly accomplished



The Library controls its own social media policies, and



The Library can take advantage of collaborative content that may be created in partnership with
other library systems.
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Website
Although the current version of the EGPL website is fairly new
and meets the functional expectations for a library system
serving a community the size of East Gwillimbury, the site falls
short of what will be expected as the community grows and
residents accustomed to the services of a larger library system
move to the community. It does not look or feel like a modern
site.
Given the trend toward more electronic library services, the
Library’s website should be considered as a fully functioning
Library branch. A digital branch in a system with the large
geographic region of East Gwillimbury may become the busiest
service point for EGPL within five years.
As mentioned in the Trends Report25, it is entirely possible that
the future EGPL website may contain recommendations for
privately published on‐line books. It may also contain links to
books, stories, articles, blogs and postings created by members
of the East Gwillimbury community. Library staff and volunteer
members of the community may wish to post content that
highlights good MOOCs (Massive Open Online Courses) or other
on‐line material that relates to courses, small business
development or hobbies and interests.
Many library systems now use open source web software (the
two most common are Drupal and WordPress) that allow many
authors but that also allow centralized control; members of the
public can submit content but content is not posted until
checked by library staff to ensure that it meets guidelines and
library policy.
EGPL’s website can become the gateway to a wide world of
information and also lead East Gwillimbury residents to
resources within the community. As such, the Library’s website
can become an important tool to attract new residents. A rich,
attractive library website is important to many potential home
owners.

Best Practices – Website
Many
Dutch
libraries,
including large ones such as
Amsterdam,
place
their
websites on a shared server.
The software, shared by all,
allows each library to maintain
its own web presence but it
also allows libraries to share
widgets.
For example, In
Ontario there could be a TD
Summer Reading program
widget mounted on the server
and then available in all library
websites. A great author talk
could be webcast to customers
of all participating libraries, on
their websites.
All public
libraries, as an example, could
have launched a sophisticated,
shared widget on Alice Munro
when she won the Nobel Prize
for Literature. A terrific blog
on new Science Fiction or
Fantasy or any other topic
could be fed to all libraries
that wish to receive it. It is our
understanding
that
both
Saskatchewan and British
Columbia are investigating this
concept.

Software that allows for more content authors could also
provide EGPL with an opportunity to become more inclusive
25

Presented in December 2013, and an Appendix to the Final Report.
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and welcoming of any ethnic groups that choose to settle in this growing community. Software should
support many languages and could allow for community volunteers to translate key pages. In our
focus groups, both staff and members of the public cited the Library as the key community
organization that could bring new residents and current residents together. Successful library
websites often attract as many – if not more –visitors than do municipal websites.
We recommend that:
2.1

EGPL upgrade its website at the earliest possible opportunity. As time passes, the current
website will grow in size and making change will become more difficult.

2.2

The website software support multiple content authors; support multiple languages and
automatically translate key website pages.

2.3

The design of the website reflects its use as a formal service point and have the robustness to
be a virtual branch that includes the ability of users to interact with staff.
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eBooks and Streamed Videos
EGPL uses Overdrive as its primary eBook provider. The
Library system also uses other eBook vendors. Again, for a
Library system its size, EGPL provides good service.
We often hear criticism of library eBook services, including
at a community focus group discussion. The criticism has
nothing to do with EGPL and everything to do with library
eBook vendors. Library eBook services provide too narrow
a spectrum of material and the material is too hard to
access and – because of the vendor lending model –
material can disappear from electronic readers before
people have a chance to finish them.
In Canada, the fight for better library eBook models is
being led by the Canadian Urban Libraries Council (CULC –
See sidebar). Libraries the size of East Gwillimbury
(including East Gwillimbury after its growth) will be
eligible, under any negotiated agreements, for consortia
purchases of eBook material under agreements that CULC
may negotiate. East Gwillimbury already belongs to a
consortium. Consortia may be the only way that enough
eBook material can be acquired.
The eBook situation is volatile and EGPL will need a lead
staff member to stay connected to changing situations in
order to ensure that services can rapidly migrate to better
models.
The rapidly expanding and rapidly changing world of eBook
publication does mean that staff will need to be
continuously trained and re‐trained on format changes. So
far, this has been an easy task for East Gwillimbury, in part
as a result of good management practices and, in part,
because the number of staff that need to be trained is
relatively small. More formal staff training methods will be
needed as the Library system grows and gains more staff.

Current Issues: eBooks
CULC is composed of all of Canada’s
urban public libraries serving
populations of over 100,000 people.
These systems serve more than 70%
of all Canadian residents and
produce more than 90% of all public
library circulations in Canada. CULC
understands that the eBook models
it helps to develop, in partnership
with publishers and vendors, must
work for all Canadian libraries.
Right now, all eBook models are
purchase models. New contracts
may allow for licensing, meaning
that library systems could offer
almost anything published and then
pay a per‐use charge.
Today most library eBooks are
produced using variations of the
ePub format and some eBooks
cannot be read by competing
devices. Publishers are expected to
begin the transition to HTML5 and
XML formats. These formats can be
read by almost any eReader, making
the job of explaining eBook use
somewhat easier for staff and
making use easier for the public.

Audio eBooks are a rapidly growing market for libraries
serving communities that have a significant number of
commuters. East Gwillimbury may wish to expand and to
highlight this service. The only difficulty with eAudio books and with Streamed Video is that both
require good bandwidth to download content.
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On‐line video services (similar in design to Netflix) for
public libraries are fairly new and are still rudimentary.
Like Netflix, these services rely on a streaming model,
meaning that people who use them must have good
Internet access and must be using that connection as they
watch a movie. Movies cannot be downloaded. Because
of community Internet limitations, on‐line video services
are not likely to affect EGPL customers for some time.
The growth of eBooks is creating customers who have no
desire to enter any public library building. This places an
increased importance on the Library’s website. One large
Canadian library system with a mature eBook collection
did a recent, unpublished analysis and discovered that few
library customers use both print and eBook services and
that the number who use eBook services exclusively is
growing while the number that use print services
exclusively is shrinking. So far, the trend is clear but the
change in real numbers is not huge. As on‐line video
services are introduced, this trend is likely to accelerate.
We recommend that:

Best Practices: eBooks
When establishing new collection
formats, libraries often spend –
upfront – enough money on these
new collections to ensure that users
who discover them do not exhaust
the entire collection too quickly. Best
practices dictate that libraries the
size of EGPL should determine what
niche markets it wants to attract
first and then concentrate on
building collections for those users.
Backlist material is often less
expensive and, at least initially, EGPL
might want to accept longer Holds
queues for bestsellers in eBook
formats in return for greater
collection breadth. Repeat business
and satisfaction are the goals.

2.4

EGPL appoint a staff as the lead for eBooks,
responsible for all eBook issues, including working
with other library systems on consortia
agreements.

2.5

EGPL develop a staff development program that incorporates formal staff training for eBooks
as the Library system grows and gains more staff.
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Wi‐Fi Services
The provision of good Wi‐Fi service is becoming a critical service for libraries making the shift from
places where people find physical material to take home into places where people also meet as
groups to use good technology.
EGPL provides excellent Wi‐Fi services, although there are
occasional signal disruptions that appear to result from
line‐of‐sight issues with Wi‐Fi transmitters serving Holland
Landing. This problem is expected to improve when a
transmitter is mounted on the new Queensville water
tower.
Unlike some other libraries with which we have worked,
East Gwillimbury staff and the public expressed pride and
satisfaction with Wi‐Fi provided by the Library system.
As with the website, EGPL has a distinct advantage over
many libraries. It controls its bandwidth, subject to budget
constraints and technical limitations. While the Library
system is not using all available bandwidth, the technical
capacity that can be carried by existing satellite
technologies is 50Mb for downloading material and 10 Mb
for uploading material. This means that there is room for
growth and the Library system should be able to continue
providing decent Wi‐Fi services. For comparison purposes,
library systems serving populations of up to 500,000
people often have a capacity of 150 Mb for downloading
material.
On paper, EGPL has adequate bandwidth for today’s
requirements. However, when Library staff have tested
current bandwidth, the network did not meet contract
capacity during the time of testing. The main issue came
with the upload capacity, which measured at 2Mb.

Best Practices: Wi‐Fi
Where bandwidth is an issue, some
libraries have chosen to hive off their
Wi‐Fi network and to use a different
provider/channel for that service.
This allows the library system to
provide Wi‐Fi use without fear that
heavy use will degrade the speed of
their wired network. Other library
systems use two separate Wi‐Fi
networks, one for public use and one
for staff use, with dedicated
bandwidth for each network.
Libraries that use this model tend to
be those where staff either use
tablets for on‐the‐move reference
work or libraries where staff use
eReaders to show customers the
basics of downloading eBooks,
without fear of slow response times.

As more and more Wi‐Fi‐enabled devices are used by Library patrons, this bandwidth will not be
sufficient for future requirements. This insufficiency will be realized even sooner if a Maker Space is
introduced to the Library.
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Actual capacity problems are common with satellite‐delivered web services. While optical fiber is
expected to become available in Holland Landing, there do not seem to be plans for fiber to be laid in
Mt. Albert. This is unfortunate.
The EGPL Wi‐Fi network is not a secured network, meaning that no registration or password is
required to use it ‐ merely acknowledgement that the stated terms of use will be honored. There is a
time restriction of two hours, but users can re‐new after that time has elapsed. This is a reasonable
restriction, although it may need to be highlighted and periodically reviewed. Unless residential
Internet access improves in East Gwillimbury, however, more and more customers may turn to the
Library as a place where they can download software or content. Time restrictions can make
downloading more cumbersome.
Community Wi‐Fi services are also offered at other East Gwillimbury public locations, such as arenas.
In some municipalities the budget and management for these community hot spots has been
transferred to the library system. The rationale is that municipality IT departments are rarely
interested or concerned about direct service to residents while the library system has policies in place
to deal with the usage and a public service mandate. Library Wi‐Fi in many public places can be both
good service and also be a good advertising tool for the library system; the landing page identifies the
service as one provided by the library system. Community Wi‐Fi promotes the concept of a library
system without barriers or walls.
The EGPL network is an unencrypted network. Most public networks are unencrypted and most
members of the public recognize that this means they should not use the network to conduct
sensitive transactions, such as bank transfers or online purchases. There are advantages and
disadvantages to keeping the Wi‐Fi unencrypted:


Advantages: Users do not require a unique log‐in code for each device.



Disadvantages: Users have no privacy protection; a few patrons can “hog” much of the
bandwidth, slowing bandwidth activity down for all other patrons.

If EGPL were to encrypt the network, the process for users to get an access code is fairly simple.
Customers go to a service point, are given a code, put the code into their device and then receive
automatic log‐in, except for terms acknowledgement, for three to six months ‐ or longer. At the end
of the set period of time, users need to get another code.
If EGPL wants to offer greater customer privacy protection, it could conduct a security audit and
consider using encryption. The advantage is that each user has access to a portion of the bandwidth
and can conduct more sensitive business. Another advantage is that each user has limited
bandwidth; this prevents one patron from using all the bandwidth and slowing all other activity.
Clearly, the decision to remain unencrypted balances privacy and security against a level of log‐in
complexity that is not currently associated with EGPL’s Wi‐Fi use. We are not recommending
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encryption. We do, however, want to make sure that the decision to use an unencrypted network is
consciously made. Most libraries currently opt for an unencrypted network.
We recommend that EGPL:
2.6

Review policies for Wi‐Fi and technology use annually.

2.7

Discuss with the Town of East Gwillimbury that EGPL take responsibility for all public Wi‐Fi
zones currently operated by the Town.

2.8

Review the advantages and disadvantages of using encryption for the Wi‐Fi network.

Network Services
Since EGPL Wi‐Fi devices and wired computers share the same network, the same comments made
about Wi‐Fi services apply to network services.
Libraries cannot afford to sit on bandwidth contracts that inhibit customer use or that prove to be too
expensive. The world of electronic information is changing quickly, and the name of the new game is
access.
In Canada, the national education and research network, CANARIE, has opened their enormous
bandwidth to public libraries and even to municipalities. While it is the responsibility of libraries and
municipalities to reach the nearest CANARIE POP, the benefit is incredible. CANARIE works with a
partner in each province or territory. The CANARIE partner for Ontario is ORION. ORION has, in the
past, recognized that reaching a POP can create disproportionate hardships or advantages for
municipal partners and has expressed a willingness to work with potential partners. We understand
that York Region is talking with ORION and hope these conversations are successful.
If EGPL begins to feel that network speeds are becoming an issue, there are options. The first sign of
a network issue would probably be slow response times as staff try to check out material. This can be
frustrating for everyone. If this occurs, one solution is to introduce two separate networks, one for
staff use and one for public use. This can ensure that customers downloading material do not
interfere with Library operations. It can also mean that staff can show people how to use eReaders
by logging into the staff network, which may be faster than the public network whenever
downloading is occurring. EGPL currently has both a Public and a Private network but they share the
same bandwidth.
We recommend that EGPL:
2.9

Support all attempts to bring Orion access to the community – and particularly to the Library
system.

2.10

Investigate separate Wi‐Fi networks for the public and for staff.
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Public Computing
EGPL offers traditional public access computer
services26.The current EGPL branches are fairly small and
any other type of arrangement (e.g. collaborative spaces)
would create a noisy environment for the entire Library.
There was a time when no library seemed able to provide
enough individual public access computer spaces. This is
no longer true. In some Scandinavian public libraries,
customers have pushed library‐provided computers to
one side in order to create sufficient space for them to
use their own laptops and tablets. EGPL replaces its
computers using name‐brand computers under the
provincial public sector contract. There is a planned
replacement cycle of three years for staff computers and
four years for public computers; budget issues
sometimes alter this schedule. The municipality produces
an RFP for replacement computers every year and the
Library system may want to monitor the results of the
municipality’s RFP to see if better agreements can be
made.
The Library system has decided that it would avoid clone
computers and use only name brand machines. This is
also the recommended practice. It makes maintenance
much easier.
Microsoft Word is provided on public computers.
There is a planned move to thin clients for public
computing in 2015. This would be a good move. It is both
cost efficient and can result in longer computer life. It
also allows each computer to be more easily re‐set after
each use, ensuring that no downloaded software remains
on each computer and that no personal files are available
for others to read. Re‐setting is currently done through
the Library’s Deep Freeze software. Again, we are
impressed with current practices.

Best Practices – Public Computing
The Cloud accounts @ Cleveland
Public Library allow library users to
have a place where their software
permissions, files, and photos can be
stored; library users can access their
unique software and files every time
they come to the library – or at
home.
Scandinavian public libraries, such as
Helsinki’s Meeting Place library,
provide co‐working space for
teleworkers, since most Helsinki
apartments are small.
Washington D.C. provides co‐
working spaces for people who have
their own businesses. It is part of a
city movement to encourage
entrepreneurship.
The Malmo, Sweden Public Library,
has a discovery centre where
computers, scanners and other
digital equipment‐ including sound
booths‐ can be booked for blocks of
time, enabling people working on
“projects” time to become immersed
in their work. Many Scandinavian
libraries, and an increasing number
of urban North American libraries,
have video and sound editing
spaces that can be booked.

Multiple studies, such as the ones funded by the
MacArthur Foundation, demonstrate that younger users
26

Public access computer services are those computer stations set up for users to work individually.
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crave sound when they work and they want to be around other people their age with whom they can
talk while working. This is covered in the Trends report.
We recommend that:
2.11

EGPL identify with the Town, advantages of using the town’s RFP process for the acquisition
of new computers.

Staff Computing
As mentioned, staff computers are replaced on a three‐year replacement cycle. This is the
recommended practice. There is a tendency for some libraries to try for a longer replacement cycle.
They often discover that the dollars saved in computers is spent in repairs or in the fact that multiple
versions of the operating system are being used, making tech support more difficult. Again, the
Library system may want to see if using the municipality’s RFP for computer replacement might result
in better service/costs. The municipality also insists on name brand computers.
Staff computers are backed up using either memory sticks or, in the case of administration
computers, external hard drives that are then taken off site. We are impressed with the
thoughtfulness of staff since many medium‐sized library systems do not back‐up files so efficiently.
There may be cloud‐based systems that could back up staff computers more easily and could ensure
that back‐ups are automatic. Cloud‐based back‐ups could be programmed to run at midnight so there
is no competition for the necessary bandwidth. The problem with memory sticks and external drives
is that the back‐up system is only as good as the consistent ability of staff to maintain a routine.
Vacations and sicknesses and human error tend to compromise the process.
We recommend that:
2.12

EGPL investigate a third‐party offsite automatic data back‐up for staff computers.

Printing and Scanning
An increasingly popular technology service for public libraries is the provision of high‐end printing and
scanning capabilities. Copier/printers are becoming much more sophisticated and are using
technologies that reduce the cost of operation, with better reliability. Newer copier/printers can also
act as scanners and can save copied pages to memory sticks or can email documents. These newer
printer/scanners do not require print drivers since they have email addresses themselves, making it
easier for Wi‐Fi users to send files to Library printers. Keeping rates at the same level, the Library
could generate more income since operating costs are low and maintenance contracts are less
expensive. The Library system may want to issue a RFP for new copier/printer/scanner/color printing
machines. Given the success and customer satisfaction with Wi‐Fi services, an improvement in
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printing and scanning capabilities could help to solidify the Library’s importance to the community, at
virtually no increase in budget.
The Library system also has a number of staff printers. These types of printers are very inexpensive to
purchase but fairly expensive to operate. Many Library systems are moving to networked printers for
staff, eliminating the need for individual print stations connected to individual computers.
Right now, staff is collecting the money for each print job. This may become problematic as the
Library system grows and there become more and more demands on staff time. There are excellent
systems EGPL can explore that allow value to be added to Library cards and for the card barcode
readers to be read by each printer.
We recommend that:
2.13

All printing be reviewed and that the Library system introduce more fully functioned printing
capabilities for the public, network staff printing and create a more streamlined, card‐based
payment system.

2.14

EGPL prepare an RFP for the acquisition of new copier/printers/scanners with greater
functionality and efficiency at a reduced cost. The RFP should include networked staff printing
and card‐based payment.

Maker Spaces/Fab Labs
Maker Spaces, Fab Spaces and Creation Spaces are discussed in the Trends report. As mentioned,
there is a Maker Space – an “IdeaLab” in Innisfil Public Library27, making it easy to visit. Their IdeaLab
is actually across the street from their main branch in an empty retail space they have rented. It
includes “Open Mic” nights for people to perform; a laser cutter which people are using to create
wooden objects (including a clock); spaces for people to paint, etc.
Maker Spaces, a title commonly used in public libraries, are growing more sophisticated and starting
to include more components. The first Maker Spaces concentrated on 3D printing. New maker
spaces, such the one opened in December 2013 in the Edmonton Public Library28, have robotics kits,
music and video editing suites, and computers with many more multimedia capabilities than library
public access computers.
We recommend that:
2.15

27
28

EGPL develop a plan to incorporate a creative space in or near a branch, possibly with
community partners, and to build the costs of required equipment and supplies into the
budget.

http://innisfilidealab.ca/
http://www.epl.ca/makerspace
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Intranet
It is clear, from our conversation with the staff focus group, that staff/administration communication
channels are open and that staff feel involved and informed. While this may not be true of all staff in
all situations, EGPL staff feels more connected than is often the case in many public libraries. All staff,
including administration, needs to keep in mind that this sense of connectedness will likely be
challenged by rapid growth.
Rapid growth inevitably brings rumours, assumptions and speculation (some brought into the library
by neighbours and friends) ‐ even when the rumours have no basis in fact and the assumptions are
flawed. This sense of disconnectedness can be fed by the fact that, when dealing with growth,
managers will need to attend more meetings and will be less visible. Staff often assumes that
“something” is happening.
The best tool to manage the inevitable staff concerns that come with rapid growth is the provision of
an Intranet. An Intranet is an internal website created for staff use. EGPL does not currently have an
Intranet.

An Intranet can provide a place where:


Staff can ask questions, view documents and share comments (within set parameters, such as
abiding by an organizational value for respect); Staff would have remote access to the
Intranet, meaning they can keep an eye communications even when on vacation and never
feel they are “out of the loop.”



Job postings and job announcements can be made, which will be increasingly important to
staff as the system grows. Job postings become a huge concern for staff when a library
system is growing.



Collaborative work documents can be shared and jointly edited – securely and privately or
openly for all staff to see. When such tools are available, the Library system will gain an ability
to establish virtual collaboration teams that use staff from different physical locations –
without these staff needing to attend meetings. The existence of a virtual work environment
allows staff to be involved in the planning for growth without the need for constant meetings;



Policy/procedure manuals can be stored and viewed, providing assurance that older versions
are deleted and current versions are the ones that staff use (the exception should be any
Emergency/Disaster Manuals that might not be accessible if technology is not working. These
manuals should be kept as print documents). Manuals and training procedures will become
more important as the library system grows in size;
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Self‐training modules, such as videos (already produced by vendors) that demonstrate how to
download eBooks, can be accessed. This is particularly useful for required training where
there has to be recorded proof that all staff has been made aware of policies. One such
example is the required customer service training for AODA. In a footnote we have linked to
the requirements of the Act and linked to two examples of on‐line training modules that meet
those requirements. This is illustrative of the type of training that can occur through an
intranet. When training is required, the high‐cost alternative is to schedule staff to come to a
location for training and to backfill their time while away from work locations. Classroom
face‐to‐face training requires much higher coordination and staff costs than does the on‐line
option29



Staff is notified, automatically, to review and acknowledge policies that labour law has shown
must be brought to the attention of staff on a regular basis. As an example, the Library may
have a policy against operating a personal business on Library computers or about the use of
social media. The Library may also have a policy stating that any files or information or emails
stored on or sent from Library staff computers can be viewed by any senior staff member, if
necessary. An Intranet helps to ensure that all due diligence is followed;



Each staff member has a profile and a picture (often optional), making it easier for staff who
aren’t working together regularly to know each other;



Staff can, within set parameters, post their own announcements, such as the birth of children
or grandchildren or retirement parties. By acting as a single community, regardless of work
location or department, the Library system can create a sense of connectedness.



Schedules can be posted;

Properly branded, a good Intranet accomplishes several goals.

29



Builds more staff loyalty to the larger organization (EGPL) instead of to a specific branch or
department;



Reduces staff concern that things are happening and that they are not fully informed.



Ensures that all documents that staff use are current and accurate.



Conveys to EGPL staff the feeling that they belong to an organization concerned about their
personal growth and their personal issues.

http://www.mcss.gov.on.ca/en/mcss/programs/accessibility/
http://www.mcss.gov.on.ca/en/serve‐ability/index.aspx
http://www.aodatraining.org
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Provides required training in the cheapest and more efficient way that can be easily
completed by all staff.

Once an Intranet is set‐up, all staff will require an email account. Right now, casual, relief and some
contract staff do not have email accounts, and they should. The Intranet should become the
backbone of good communication practices. Intranets are not difficult to establish nor are they
expensive, and grow as needed. When the website is reviewed, the same company that designs the
new website should design an Intranet for EGPL.
We recommend that:
2.16

As part of the process of developing a new website, implement a staff Intranet for operational
efficiency and to underpin staff communications, training, and ensure current policies and
procedures are available to all during its period of rapid growth.

2.17

Provide all staff with email as soon as possible; email addresses will be required for the
Intranet and, in the meantime, administration can use emails to consistently communicate
with all staff. Email will complement, not replace regular staff meetings and discussions.

Integrated Library System
EGPL is operating Symphony as its Integrated Library System (ILS). EGPL is a part of the Ontario Library
Consortium. The consortium provides ILS services to a number of libraries. Servers are maintained by
the consortium and housed off‐site. The consortium is planning a replacement RFP for 2015. EGPL has
an excellent set‐up and the RFP is well‐timed. The current configuration allows for emergency back‐
up, something that larger library systems sometimes strive to achieve.
EGPL is using the Sirsi/Dynix catalogue. Many library systems are offering customers the choice of the
Sirsi/Dynix catalogue or a discovery layer catalogue. Discovery layer catalogues are becoming quite
common and we would recommend that East Gwillimbury consider installing a discovery layer.
Residents from large systems that use discovery layers will expect one to be available.
A good discovery layer does several things.


Customers can have private space where they can track items they have watched or read or
wish to in the future.



Customers can create a single log‐in name that they can use for all Library services,
eliminating the need to use their 14 digit barcode number



Customers can review material and place reviews on the catalogue. Typically, a review placed
by a customer of any library system that uses the same discovery layer and that owns the
same item will be loaded overnight to the catalogues of all these other libraries
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Material is displayed with more review and promotional material that tells about the item.
This material is taken from publisher provided ONIX records as well as library customer
reviews



Material that is identical except in format is united in a single record. For example, an eBook
title that is also available in print will be displayed as a single record and will allow the
customer to choose which format he or she wants



Electronic material can be instantly downloaded, if available. This includes articles from
databases, although this feature may slow down response times.

Typically, discovery layers are not expensive and, after a time, can replace the ILS‐provided product.
When this occurs, the change can be cost neutral or only slightly higher. EGPL should work with the
consortium to ensure that a discovery layer is a part of the 2015 RFP.

RFID
EGPL is not using Radio Frequency Identification (RFID) technology. RFID is commonly thought to
enable self‐check technology and to have no other function. In fact, it has several other potential
functions.
Self‐Check:
When a library location has a prominent check‐out/check‐in location, self‐check tends to be
lightly used. When there is not a prominent check‐out/check‐in location, self‐check tends to
be heavily used. When properly implemented, RFID can eliminate almost all circulation tasks
and responsibilities in a library system.
Several critical issues must be addressed when circulation points are removed. The most
obvious implication is that staff who work at circulation desks is impacted. There is, however,
plenty of value‐added work that library circulation staff could perform if repetitive tasks are
eliminated. Libraries need to ensure that they are using expensive staff resources to perform
responsibilities that can best be done by people.
We need to stress that this does not have to threaten the job security of existing Library staff
members. Quite the opposite. Jobs that rely on repetitive tasks are, by their very nature,
threatened. It’s in the Library’s and the individuals’ interest to replace those jobs with roles
more focused on programs, community outreach, working more closely with patrons, etc. A
methodology for managing the transition is in the Best Practices box.
Vending Machines:
As mentioned, there are other uses for RFID. The Trends report includes a section on
sophisticated vending machines that automatically check‐in returned material and that then
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add that material to the catalogue of what is available to be borrowed from that location.
Holds can be placed in the vending machine. RFID tracks the slot where the hold item is kept
and dispenses it to the customer who comes to pick it up with the proper library card. The
entire process is automated and easy to manage.
Streamline Processes:
Another emerging use is that RFID chips can be installed and programmed by the vendor and
then shipped directly to each library location. As soon as staff check them into the system,
they become available for loan and the computer system unifies all purchase orders and
prepares them for payment. This streamlines a number of staff chores and gets material in
the hands of customers much more quickly.
At one time, RFID was an expensive technology. Now, it is no more expensive than any
security system that may be used.
We recommend that EGPL:
2.18

Introduce a Discovery Layer catalogue, preferably as a part of the OLS ILS RFP process in 2015,
which allows promotional material to be displayed, user reviews and ratings to be added and
‐ most importantly ‐ permits the direct downloading of ebooks and media, without sending
the user to a third party site.

2.19

Implement RFID technology, using all capabilities – particularly self‐check.

Staff Support
EGPL has done an amazing job with very little staff time devoted to technology. They may be able to
continue with a small amount of staff time dedicated to technology issues but, increasingly, all growth
initiatives will require some element of technology and the technologies that are introduced must
work together.
As the Library system grows, a member of the senior administration team needs to understand the
technological impacts of every new initiative and every new plan. The best way to ensure that
technology is an integral component of all Library planning is for the senior manager responsible for
IT to produce, several months in advance of budget submissions, an annual report to the senior
administration team on the intended IT projects, improvements and changes for the following fiscal
year. Team members should be responsible for cross checking the report with their own strategic
priorities to ensure that all of the technological impacts of their own projects are included. If there
are budget implications or issues, the senior administration team, working with Board priorities and
commitments, should determine which projects are to be funded and where the necessary funds will
be found. A second part of this annual report to the senior management team should include a look
at potential future issues and projects. For example, if there is an expectation that the ILS system
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needs to be replaced (or at least reviewed) this can be a lengthy process and must be positioned on
the work schedule so that it does not swamp staff.
We recommend that:
2.20

The senior manager responsible for IT produce, several months in advance of budget
submissions, an annual report to the senior administration team on the intended IT projects,
improvements and changes for the following fiscal year.

Best Practices: Self‐Check & Staffing
The introduction of self‐check technology will bring a feeling of insecurity amongst circulation
staff. Even if staff do not initially feel insecure, a constant stream of customers will relate tales
about how their friends or relatives lost jobs at stores that introduced self‐check technology. Best
practices, both in libraries and in other sectors, rely on the following strategy to maintain a
positive work environment:
1.

2.
3.

4.

Senior administration develops the jobs descriptions required for staff that will no longer
be focusing on repetitive circulation tasks; these job descriptions clarify academic and
skill requirements
Senior administration develops a development program for staff who will need to acquire
the academic requirements
The Board passes a motion that promises that no jobs will be lost as a result of the
introduction of self‐check technology. The promise is not a blanket promise that no jobs
will ever be lost. No Library Board can predict the future or economic hardships that may
occur. The commitment is that the introduction of the self‐check technology is not part of
any Board plan to lay‐off staff. These commitments are communicated, over and over, to
staff and staff members are encouraged to pass along any rumours they may hear so
that they can be constantly reassured of the Board’s commitment.
There are usually several provisos in the motion including and not limited to:
 Staff who do not meet the qualifications for these new positions and who are not
grandparented (are within a set window to qualify for retirement benefits and could
move into new circulation positions) are given a reasonable period of time to meet
the new qualifications on their time, with the library system reimbursing tuition upon
completion of each course or term.
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Staff Access Cards
Access cards are now common in public libraries. Access cards or “ID Cards” are the white plastic
cards used to identify employees and to access doors. They cost approximately $1.00 per door to
install and have numerous advantages:


Access card can act as staff identification. They commonly have photos but may only carry
the first name of the employee, for privacy purposes. As the Library system grows, access
cards as staff identifiers become a good feature. Unlike staff name cards, access cards are
rarely forgotten because they are functional.



Access cards open doors. They open doors to staff rooms, to staff washrooms, to program
rooms and to buildings themselves. Each card can be programmed to provide each staff
member with different types of access.



They can be tracked, letting administration know when libraries are locked, who locked them
and anyone who entered later.



They can be decommissioned as staff members retire or leave.



Senior administration can turn on access cards from home, allowing on‐call staff to gain
access to buildings where they have been called to work or during emergencies.

We recommend that:
2.21

EGPL proceed with Access Cards, using them for both access and for staff identification. Staff
should wear their cards as identifiers to the public that they are Library staff.

Relationship with Municipal Technology Capabilities
The Town of East Gwillimbury and EGPL share very little technological infrastructure. The Town
provides network and Wi‐Fi access but the Library maintains a separate network presence.
As the Town and the Library system grow, there are several support areas where merged services
may be beneficial.
The Library’s email is managed by the Town.
The Town and the Library system also operate separate financial and HR software systems. Some
municipalities have found it beneficial to share the same systems but with different identities. By
sharing the same financial system, for example, the Town would not have to transfer funds to a
Library account held by a separate organization and the Library could use Town procurement
practices and accounting software. The Town could also produce checks for the Library system.
At this time, none of these issues are critical and the Library may decide that it does not wish to
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pursue shared systems. If, however, the growing Town decides to invest in more fully featured
financial and HR software, the Library should consider using this software as an option.
We recommend that:
2.22

EGPL establish relationships and communication patterns to ensure it is informed of all Town
technology initiatives and has the capability to partner with the Town on mutually beneficial
initiatives.

Policies
EGPL has a number of policies in place that all need to be updated. Specifically, the Library system
should ensure that it has policies that cover:


Acceptable staff use of the Internet with a mechanism that requires staff to acknowledge that
they have read and understand the policy;



Acceptable staff use of email and social media that some personal email30may occur so long as it
does not interfere with work performance nor take more than a couple of minutes a day to
complete. This policy is intended to mirror the fact that, for some staff, kids may phone when
they get home to let their parents know they have arrived. The policy would:
a. Prohibit the conduct of any business through Library email.
b. Include email as a potential tool for harassment.
c. Require staff to acknowledge that they understand that their employer may review email sent
or received through a Library account.
d. Clarify, using labor law, when and where social media use is acceptable and when and where
talking about the Library is acceptable.
e. Include an acknowledgement.
This policy should clarify that the use of Library technology and employment by the Library comes
with reasonable expectations. As mentioned elsewhere, these expectations must both be spelled
out and acknowledged by staff. Existing policies include social media but are outdated in terms of
labour law.



Acceptable staff downloading of software (which may be completely prohibited except where
needed for work related business and where a manager has approved its use)



A definition of “computers” that includes any computing device used on Library property, for
both the public and staff. Most Library computer user policies – including that of East Gwillimbury

30

Such as brief messages to family and friends
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‐ cover only Library computers, and this is no longer sufficient. A prohibition against viewing Adult
sites must ensure that anyone on Library property that is accessing their own network account
and using their own devices and their own Internet providers cannot view images that would not
have been permitted on Library computers.
We recommend that:
2.23

EGPL update all policies regarding technology use.
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3.0 Staffing
Introduction and Recommendation Summary
The staffing review examined EGPL’s current staffing model and the impact the resulting Library
system growth and other factors will have on this staffing model. It was not within the scope of the
master plan to review and make recommendations regarding the organization structure, practices or
specific job descriptions. Still, at the request of the Library CEO we have provided our comments on
factors influencing organizational culture and senior management organizational options in the
Appendix.
There are a number of variables that will influence EGPL’s future staffing model. Some, listed in this
section, are apparent and are being addressed in different ways by libraries across North America.
The services that public libraries provide and the ways they provide these services is a rapidly
changing landscape. We cannot predict future impacts that are not yet visible. Unexpected
technologies will emerge. eBooks may be adopted at a faster or slower rate than industry experts
predict. We just don’t know that yet.
With this in mind, we recommend that once the Board approves the facilities model and technology
plan that EGPL proceed with an operational review. Given the significant shifts the Library system will
experience during the next 5 – 10 years with the changes to facilities, customers, digital resources and
technology, an operational review will be critical to help senior administration design the organization
structure, job descriptions and requisite staff practices.
There are two rational for this recommendation:


First, while EGPL is currently delivering services efficiently, its staffing model is very traditional
and is quickly becoming outdated. This will soon begin to impact service delivery.



Second, “strategy drives structure”, meaning that EGPL must first determine the strategy for
its facilities and for its technologies. If the Board agrees to implement the facilities and
technologies strategies recommended in the Master Plan, these will drive EGPL’s structure in
terms of its organization, jobs, qualifications and work processes.

There are several other recommendations specific to staffing. These are summarized on the next
page.
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Following is a summary of recommendations made throughout this section:
3.1

Adopt a library staffing target of 0.6 FTE per 1,000 residents until staffing requirements are
confirmed by the operational review.

3.2

Undertake an operational review to design the organization structure, practices and specific
job descriptions. This review should:
a. Identify the types of jobs and responsibilities anticipated post‐RFID with the requisite
qualifications and minimum academic requirements.
b. Determine the organization structure that feels most appropriate for the emerging
library system, and that maintains as flat a non‐management structure as possible.
c. Review and revise as required all job descriptions to ensure that they are:


broad in scope



emphasize change



competency‐based, identifying skills and competencies required and
not tasks to be performed, and flexible in terms of duties and
responsibilities



related to the Library system and not for a specific branch or location

i. Library Assistant positions should be responsible for and fully trained to staff
single service points at which all customer interactions occur.
ii. Librarian positions should manage functions including, and not limited to,
training, project management, community partnerships, etc.; librarians
should not usually staff single service points.
d. Review and ensure that jobs and workplace practices are compliant with all
Accessibility for Ontarians with Disabilities standards, Ontario Occupational Health
and Safety regulations and all other regulatory legal obligations.
3.3

Prepare a staff development program that incorporates formal training/re‐skilling.

3.4

Develop a project plan to implement RFID technology, using all capabilities. This
recommendation is already stated in the Technology Assessment section, and we have
repeated it here because of the staffing implications; the selection and implementation
should proceed prior to the community population growth – probably 2016. This gives EGPL
time to review and revise their staffing model and job descriptions.
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RFID can be installed inexpensively and occupies less room than the current circulation desks.
This could help to create more public space, helping the library system to maximize space
until a new branch can be opened.
3.5

Begin educating staff on the impacts and opportunities afforded by RFID, including how other
libraries are using RFID and how the roles and responsibilities for library staff are being
changed in all public libraries.

3.6

View digital services as services and establish a digital branch that is managed and staffed
similarly to physical branches.

3.7

Identify the types of future position and requisite job requirements the Library will require;
communicate to staff what future positions are likely to exist – with no promises ‐ and what
academic qualifications these positions will require.

3.8

Implement a formal tuition support program that allows staff without the expected minimal
qualifications to receive tuition for courses they take on their own time, with a maximum
payment or a maximum of one degree/diploma program per staff member.

3.9

Review and revise hiring practices to ensure the personnel recruited have the aptitude and
attitude to work in future public libraries where they will be engaging intensely with people,
innovative approaches and technologies.

3.10

Build in to management practices annual reviews of all job descriptions and staff procedures
and practices.

3.11

Determine and implement the structure that feels most appropriate for the emerging library
Consider, for future budgeting purposes that staff with specialized knowledge (such as
Human Resources, Finance and IT) will be brought into the organization.
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Factors Impacting Future Staffing
There are several factors that will impact EGPL’s future staffing requirements: growth of the Library
system as the community grows, RFID, e‐books, streamed video, virtual services and the Library as
community space. In this section we look at each of these factors and recommend specific actions.

The Impact of the Library System’s Growth
First we look at the impact of the Library system’s growth on staffing and the current organization
structure, as well as highlight issues to be addressed in the operational review. Obvious as it may
seem, community growth will drive the growth of the Library system and, therefore, the Library
staffing. The 2009 EGPL Master Plan recommended adopting a library staffing target of 0.6 FTE per
1,000 residents. This is generally consistent with the Ontario Public Library guidelines, although as
noted in the 2009 Master Plan, many libraries do not achieve this level of staffing. Currently EGPL
provides just under 0.6FTE per 1,000 population. As discussed in this section of the report, a number
of factors that will influence staffing requirements in the future are not clear at this time.
Consequently, we support the 0.6FTE guideline as a reasonable target until EGPL formally adopts
Master Plan recommendations with staffing implications and completes the recommended
operational review to confirm a future staffing model.
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EGPL's Current Structure 1

Library Board

Chief Executive
Officer
Administrative
Officer

Library Services
Coordinator
Adult Services
Coordinator
Library Assistant

Relief Library
Assistants
Relief Cirulation
Assistants
Children's
Services
Coordinator

Library
Technician

Student
Assistants
Circulation
Assistants

Branch Manager

Library
Assistants

Circulation
Assistants

Student
Assistants

Sunday Staff
Library Assistants
Circulation
Assistants

While the current organizational structure has served the library system to date, it is not appropriate
for the future. The structure does not reflect key functional responsibilities and does not align with
the strategic plan. It does not have positions with specialized knowledge of and responsibility for
Finance, Human Resources, Technology or Communications. As EGPL grows, each of these areas will
become more complex and the Library will need this specialized knowledge. This need may or may
not be reflected in paid positions within the Library system but the expertise will be needed.
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The specialized knowledge for technology will certainly need to be a Library position. Other than an
intern position, EGPL has no staff solely trained and dedicated to the provision of technology‐based
services. This will become an issue as the Library system grows and technology for digital resources,
services and RFID becomes even more important to the Library’s success. These issues need to be
addressed in the operational review.
The current staff model is quite flat with few job descriptions that require unique, specialized skills.
Staff feels comfortable meeting the current needs of customers and feel that they are providing
excellent, personalized services. Staff are concerned that they do not have the skills required to help
their customers with the digital devices and e‐books and that they will fall further behind in their
ability to do this without regular training. They are correct.
Like many library systems its size, EGPL relies on circulation staff to perform most check‐out/check‐in
duties; circulation job descriptions require high school graduation as a minimum academic
qualification. It is these jobs that will change significantly as RFID is implemented; again, these need
to be addressed in the operational review.
Library Assistants currently handle the bulk of the reference work. Library assistant positions require a
college diploma as the minimum academic qualification. These positions should be responsible for
and fully trained to staff single service points at which all customer interactions occur.
EGPL has an appropriate number of professional librarians and seems to provide them with
appropriate responsibilities. Professional librarian positions require an MLIS as a minimum academic
qualification. Librarian positions should manage functions including, and not limited to, training,
project management, community partnerships, etc.; librarians should not regularly staff single service
points.
EGPL uses the Town of East Gwillimbury as its legal Pay Equity comparator, which is appropriate and
is preferable to the alternative ‐ proxy comparison31. The use of the Town as on‐going Pay Equity
comparator could become an important issue as the Town grows and subsequently faces tough
decisions about how to compete for talent in the GTA market. The methodology by which the Library
has implemented Pay Equity is strength and should ensure that EGPL remains in step with Town salary
decisions and practices.
The Occupational Health and Safety regulations will continue to impact the Library system and job
descriptions. The regulations require that each Library location maintain to have a First Aid trained
staff member working32, and requires periodic training of all staff and regular checks for the proper
handling of caustic substances and other material. As organizations grow, requirements increase.
Penalties for non‐compliance, in the event of an accident, are borne by senior administration and by
the Board itself, so compliance is critical.

31

Proxy is a methodology that allows for one‐time comparison and has no mechanism for continuing to use
town comparators for the maintenance of rates.
32 Currently all permanent EGPL employees have First Aid Training
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We recommend that EGPL:

3.1

Adopt a library staffing target of 0.6 FTE per 1,000 residents until a future staffing model and
staff requirements are confirmed with a detailed operational review.

3.2

Undertake an operational review to design the organization structure, practices and specific
job descriptions. This review should:
a. Identify the types of jobs and responsibilities anticipated post‐RFID with the requisite
qualifications and minimum academic requirements.
b. Determine the organization structure that feels most appropriate for the emerging library
system, and that maintains as flat a non‐management structure as possible.
c. Review and revise as required all job descriptions to ensure that they are:


broad in scope



emphasize change



competency‐based, identifying skills and competencies required and not tasks to be
performed, and flexible in terms of duties and responsibilities



related to the Library system and not for a specific branch or location
ii. Library Assistant positions should be responsible for and fully trained to staff
single service points at which all customer interactions occur.
iii. Librarian positions should manage functions including, and not limited to,
training, project management, community partnerships, etc.; librarians
should not usually staff single service points.

d. Review and ensure that jobs and workplace practices are compliant with all Accessibility
for Ontarians with Disabilities standards, Ontario Occupational Health and Safety
regulations and all other regulatory legal obligations.
3.3

Develop a staff development program that incorporates formal training/re‐skilling.

The Impact of Radio Frequency Identification (RFID)
As mentioned in the Technology Assessment section, when properly implemented, RFID can eliminate
almost all circulation tasks and responsibilities in a library system. In library systems with RFID
installed and circulation service points removed, RFID self‐check computers handle more than 90% of
all circulation activity. This does not mean that circulation staff lose their jobs. Instead, existing staff
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are trained to perform duties that are more interesting and are higher paid. More importantly, it
reduces the number of staff required as the community’s population grows.
The trend toward the use of RFID is accelerating as libraries move to digital content and as self‐service
becomes more common at retail stores and at banks. The technology itself is also becoming
inexpensive. Most impact studies show that there are considerably more savings to be obtained
through the use of RFID when a library system is growing ‐ thus avoiding the cost of hiring new staff ‐
than when a library system is stable in size and faced with re‐training large numbers of existing staff
members. This is EGPL’s situation.
It almost makes no difference if a library is growing or established. The impact is the same. RFID
technology reduces the number of staff per capita, either through attrition or by cost avoidance.
The only difference is the rate of Return on Investment (ROI) ‐ ROI is greatest when a library system is
growing as is the case in East Gwillimbury. It means that a library system can avoid costs.
It should be noted that use of RFID and other technologies moves some former circulation functions,
such as paying fines or paying for printing or problems with a loan, to other service points.
Increasingly, however, even payments for fines or print services can primarily be handled by debit and
credit cards.
Other repetitive jobs that were once performed by circulation staff, such as holds, have already been
automated. Customers place their own holds and technology notifies them (either by automated
phone systems or by email) when their holds are ready. More importantly, customers can place their
own holds from home. Today, customer‐placed holds produce up to 30% of most public library
circulation and they are far less expensive per hold.
RFID and other technologies are a continuation of a trend that had all started and has already shown
both economic sense and greater customer satisfaction.
We recommend that EGPL:
3.4

Develop a project plan to implement RFID technology, using all capabilities. This
recommendation is already stated in the Technology Assessment section, and we have
repeated it here because of the staffing implications; the selection and implementation
should proceed prior to the community population growth – probably 2016. This gives EGPL
time to review and revise their staffing model and job descriptions.

3.5

Begin educating staff on the impacts and opportunities afforded by RFID, including how other
libraries are using RFID and how the roles and responsibilities for library staff are being
changed in all public libraries.
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The Impact of eBooks and Streamed Video
During the next few years an increasing percentage of library users will download eBooks, videos and
music instead of borrowing the same content in physical formats. The impact on future staff
requirements will be significant. Digital downloads do not need to shelved, re‐shelved or transported
from branch to branch to fill customer‐placed holds.
This shift from the use of physical formats to the use of virtual content will be gradual. Library
customers will continue to expect traditional services for about the next 5 years but will adapt to new
service models as the circulation of physical content declines. The Library needs to prepare for the
staffing implications in the same way that they prepare for the impact of RFID.

The Impact of Virtual Services
Virtual or digital services, which enable customers to get the content and reference services they
desire (printed material, videos or audio) without entering a physical branch are growing. Digital
services now represent about 5% of the business in urban library systems and can constitute over
10% of all circulation activity in high performing libraries. There is growing evidence that many people
who use digital services never go into any physical library branch, except when they need to renew
their library cards.
Despite the rapid rise of digital services, many libraries manage on‐line activity as a technology and
not as a service. The difference is significant. When digital services are treated as a technology,
customer needs and convenience are lost. We recommend that EGPL view digital services as services
and treat digital services as a branch of the library system ‐ a branch that some library users will
choose as their home. The on‐line branch needs to be friendly, interactive and they need to make life
of the on‐line customer as rich and fulfilling as a trip to any library location.
The digital branch will need staff with technology expertise as well as staff who understand how to
convert technology‐based solutions into customer‐based services. EGPL needs to embrace on‐line
activity as a service and hire managers and staff who view these services from a customer
perspective. EGPL’s website, catalogue and the entry into e‐books, periodicals, music and videos
needs to be convenient, easy and filled with rich content, and EGPL needs staff with the
competencies to implement and manage this.
We recommend that EGPL:
3.6

View digital services as services and establish a digital branch that is managed and staffed
similarly to physical branches.

72

Dysart & Jones Associates

East Gwillimbury Public Library
Review and Update of 2009 Master Plan
The Impact of Library‐As‐Community Space
Many library systems are adopting service models using library space for very different purposes:


creative activities (Maker Spaces/Fab Labs, for example, are cited as one of the primary
services that libraries across the world are initiating in their spaces – see Trends Report)



YouMedia Spaces for young adults



collaborative work spaces or telecommuting spaces



interactive technology labs and classrooms



community meetings and events, usually co‐developed with community partners

EGPL Board will soon need to determine if these types of services will be a feature of future libraries.
If they decide to offer these types of services and environments, there are staffing implications. These
implications can be managed to coincide with the implementation of RFID. As jobs focusing on
repetitive tasks are phased out, new jobs will be required in which staff:


work with patrons in these collaborative, creative environments



integrate services and resources into collaborate work spaces and classrooms



manage the spaces ‐ booking sessions, ensuring rooms and technologies/equipment are
prepared



work with community partners

EGPL currently employs a number of staff with a minimum academic qualification of high school
graduation. As the jobs are redesigned to incorporate fewer repetitive tasks and more technology,
reference interaction and community engagement, the minimum academic requirement will be a
post‐secondary diploma, degree or program.
To manage this effectively, EGPL needs to inform staff of the library system’s future needs and
providing staff with a mechanism to increase their academic qualifications. The core components of
such a plan are for EGPL to:


Clarify the types of future positions likely to exist (subject to the influence of external factors
such as slower than anticipated town growth, budget stresses at the town, etc.)



Commit to hiring internally, whenever possible, for these new positions provided that staff
are able to meet new academic requirements



Commit to providing tuition support for staff members who do not have the academic
qualifications to perform the expected position(s)



Agree to grandparent staff of a certain age.
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Inform staff that they will be expected to study and complete the qualifications on their own
time.

In addition, no matter what decisions the EGPL Board and administration make about service models
or technologies, EGPL will require staff who are comfortable with rapidly changing expectations and
roles. This should be built into hiring practices, training and development.
We recommend that EGPL:
3.7

Identify the types of future position and requisite job requirements the Library will require;
communicate to staff what future positions are likely to exist – with no promises ‐ and what
academic qualifications these positions will require.

3.8

Implement a formal tuition support program that allows staff without the expected minimal
qualifications to receive tuition for courses they take on their own time, with a maximum
payment or a maximum of one degree/diploma program per staff member.

3.9

Review and revise hiring practices to ensure the personnel recruited have the aptitude and
attitude to work in future public libraries where they will be engaging intensely with people,
innovative approaches and technologies.

3.10

Build in to management practices annual reviews of all job descriptions and staff procedures
and practices.

3.11

Determine and implement the structure that feels most appropriate for the emerging library
Consider, for future budgeting purposes that staff with specialized knowledge (such as
Human Resources, Finance and IT) will be brought into the organization.
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4.0 Potential Budget Implications for 2014 – 2018
Introduction and Recommendation Summary
Our scope of work called for preliminary cost estimates consistent with the level of analysis in the
Master Plan. We have provided detailed capital cost estimates based on a number of assumptions, as
outlined in the facilities section of the report. These capital budget estimates are based on generic
facilities and customary cost parameters for public libraries, but will need to be refined with
additional planning and design work. Preliminary capital costs estimates have also been provided, as
warranted, for recommendations addressing technology and collections. The key variable affecting
operating costs will be staffing. While we have provided general guidance on future staffing costs,
more detailed projections are not possible. The Master Plan recommendations call for a significant
restructuring of the EGPL staffing model and we have recommended a detailed operational review to
identify a future staffing strategy. Staff costs can best be determined as part of this operational
review.
While we have provided general guidance on the anticipated financial implications of the Master Plan
recommendations, we have not assessed the financial implications for the Municipality or provided a
financing strategy. This work will be undertaken by EGPL and Town staff.
The largest components of any public library budget are staff (approximately 60 – 70% of the
operating budget), facilities (the primary driver of most capital costs), collections (approximately 12‐
15% of the operating budget), and technology (approximately 9 ‐ 10% of the operating budget). This
section identifies the factors that will drive EGPL’s budget during 2014‐2018. While we have
concentrated on these four aspects of the EGPL budget because they were the key components
addressed in the Master Plan, we must emphasize that a more detailed financial review of the
Library’s current and future budget is necessary to provide a firm basis for future financial planning.
Our comments are limited to staffing, facilities, technology and collections. We expect there are other
aspects of the current budget that will need to increase substantially as new facilities and services are
added over the life of the Master Plan. We note that the 2012 EGPL budget included less than
$54,000 for “facility costs”. While we do not know all that is included in this budget item, at roughly
$4/sq. ft. it is a very low figure and likely reflects economies and budgeting practices in facilities that
are currently shared with the recreation department. Occupancy costs for contemporary libraries are
likely to be much higher. Consequently, in addition to increased occupancy costs associated with
more library space, we should also expect a higher cost per square foot than has been customary in
East Gwillimbury. Current expenditures on professional development are another example where we
would expect a more significant investment in the future. Occupancy costs can be further refined as
project specific planning proceeds for the new library facilities. Professional development, and other
operating costs, should be carefully reviewed as part of a more detailed operational review.
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Following is a summary of recommendations made throughout this section:
4.1

Consider all of its service pressures over the next five years and adopt a staff/technology
implementation plan that allows as many staff as possible to be re‐assigned to new
responsibilities within that five year period, reducing the impact of community growth on
staffing costs.

4.2

Identify the academic requirements needed by existing staff within five years, adopt a tuition
support program that allows staff to obtain these qualifications on their own time but with
tuition support from the library system, and factor this into the budget.

4.3

Prepare a capital development strategy for the approximately $25 million of new facility
construction recommended by 2031.

4.4

Prepare a feasibility study for the proposed District Library (Phase One) recommended for
2018.

4.5

Increase the collections budget at a slightly higher rate of increase than the overall operating
budget until it falls within the 12 ‐ 15% of operating budget guideline.

4.6

Review the Development Charges By‐Law adopted by the Town to ensure they are a
minimum 2.5 items per capita.

4.7

Prepare and issue an RFI for the implementation of RFID technology and, using the
information collected, assess the cost/benefits.

4.8

Visit the Fab Lab/Maker Space at the Innisfil Public Library and strongly consider establishing
a Maker Space.

4.9

Be an active partner in the York Region Broadband Network.
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Planning Guidelines
The current level of spending seems appropriate for the services that EGPL offers. Its future operating
budgets should increase by an average of inflation plus the annual rate of population growth. While it
may be easy for some elements of the budget, such as collections, to grow at a steady and predictable
rate during the next five years, other budget elements ‐ such as staff ‐ will fall behind the inflation‐
plus‐growth target and will catch up to this target as new recommended facilities are launched.
Budget planning requires that the steep budget increases caused by a new facility are taken into
account and that each year's actual operating budget is compared to an inflation‐plus‐growth target
that includes both current costs and projected costs relating to future new services.
Such a process will involve the following steps:



Each year, senior management and the Board should review the operating budget and agree
upon the services and locations to be launched within five years.
They can then project the operating costs for these new services and compare the total cost
of both the current operating budget and projected new services against the total cost of the
current operating budget plus cost increases expected through a combination of inflation plus
growth. These two total figures should match.

This methodology will allow the library to maintain a target operating budget, without worrying that
the target may be missed in the years before the launch of a new service or location. The
methodology can be influenced by external factors, but the basic formula is:
Current Operating Budget
for the next five years

+

Expected operating budget impact of new locations or services approved

= Current Operating Budget + expected inflation and population growth

annual percentages.
When presenting its annual budget to Council, EGPL should ensure that the five‐year formulation is
clear to Council members so that the increase required by the opening of the new facility is never
forgotten and does not hit Council as a last minute surprise.
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Staff
Staffing costs will be impacted by a number of factors, including:


The type of new branches that are built, with each service point adding operating costs. Each
additional service point adds approximately $250,000 a year in costs, assuming a location that
is open for 60 hours a week33.



The implementation of RFID, which will help manage the need for additional staff.



The popularity of eBooks, which do not have to be shelved or re‐shelved or processed or
repaired or weeded, will also manage the need for additional staff – balanced by growth.



The speed with which DVDs are replaced by streaming video services and creating the same
staffing efficiencies as eBooks.



Service decisions related to community‐based librarianship and the potential introduction of
Maker Spaces.

Typically, staff costs increase in steep steps ‐ as each new location or service point is opened. Capital
budgets often outline the staffing costs of various building options and ensure that these costs are
approved when the Capital budget itself is approved. The steep step in operating costs can be
controlled by the implementation of RFID, with the timing of RFID implementation to coincide with
the opening of a new location or service. This allows existing staff to be trained for different
responsibilities. In many cases, this also means advance notice to staff of positions that will be
eliminated and positions that will be added.
The primary short‐term strategy is to plan facilities projects (which add staff) alongside technology
projects that reduce staff and to treat these technology initiatives as part of a unified staffing plan
that includes training options. The secondary strategy is to plan facilities projects for the most
efficient use of staff and to ensure that each potential architectural design is evaluated for its impact
on staff size – before approval.
The 20,000 square foot branch recommended can provide services with two service points for 60
hours/week if RFID is implemented. Depending on the configuration, a Discovery Centre or Maker
Space, can be included. The staffing costs for a branch this size would be approximately $500,000 in
2014 dollars. This includes the manager of the location.

33

The costs for a service point are calculated as follows: Salary costs for 2 FT Library Assistants plus 50% of the
salary cost to cover benefits, replacement staff for vacation, illness, administrative costs, training costs and the
operating cost of a reference location.
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We recommend that EGPL:
4.1

Consider all of its service pressures over the next five years and adopt a staff/technology
implementation plan that allows as many staff as possible to be re‐assigned to new
responsibilities within that five year period, reducing the impact of community growth on
staffing costs.

4.2

Identify the academic requirements needed by existing staff within five years, adopt a tuition
support program that allows staff to obtain these qualifications on their own time but with
tuition support from the library system, and factor this into the budget.
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Capital Facility Development
The estimated capital cost of new library facilities by 2031 is $25million. However, only the first
facility, Phase One of the recommended District Library, must be financed in the period 2014‐18. The
library is recommended to be open in 2018 and consequently a strategy to finance the $9 million
projected cost (2014 dollars) is required in the initial phase of the Master Plan.
Given historic levels of provision, Development Charges will likely be less helpful in financing the first
library in the facility development strategy than the two subsequently capital projects slated for 2028
and 2031. This issue should be investigated in detail when Municipality next updates its Development
Charges bylaw.
While the previous EGPL Master Plan envisioned major capital projects to coincide with population
growth, we do not know to what extent these have been reflected in the Municipality’s long‐term
capital budgets or financial planning. We note that the EGPL projected five year capital expenditures
in Oct. of 2013, which did not include specific budgets associated with new facilities, indicated current
funding sources, including development charge reserves, of approximately $2.7million; far short of
the anticipated capital budget of the first phase of the new District Library. The Municipality in
conjunction with the EGPL should prepare a capital financing strategy for the recommended library
facilities.
We are not aware of any current capital funding programs that the municipality could access for this
project; however, many of our clients have taken advantage of infrastructure funding programs that
have been announced, often on relatively short notice, by senior levels of government in the past.
The Municipality’s ability to take advantage of any such funding program may depend on the
availability of a Council approved feasibility study for the project. A feasibility study would build on
the Master Plan recommendations with more detailed planning for the District Library. A functional
space program should be prepared which addresses the requirements for phasing the project. A site
should be confirmed and preliminary site planning issues addressed, including the possibilities for
partnership, and capital costs should be confirmed.
We recommend that EGPL:
4.3

Prepare a capital development strategy for the approximately $25million of new facility
construction recommended by 2031.

4.4

Prepare a feasibility study for the proposed District Library (Phase One) recommended for
2018.
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Collections
Collections budgets generally form approximately 12 – 15 % of a library system’s operating budget. In
East Gwillimbury, based on the 2012 budget, less than 10% of the budget is committed to resources,
which includes books, reference material, periodicals and audio visual material. This is inadequate
and the shortfall will be increasingly evident as new library facilities, capable of accommodating an
appropriate collection, are opened beginning in 2018.
East Gwillimbury is a growing community and new library locations will be built. Since staffing costs
tend to impact an operating budget in the year that a branch or service point is opened and create a
steep step in costs, it is advisable to ensure that the collections budget does not add to the height of
this steep step.
The best short‐term strategy is to spread increased collections costs over a multi‐year period, building
up to the opening of a new branch or location. Factors to consider in this strategy:





Inflation related to the average price of books. (The Canadian book industry produces this
figure each fall. The inflation cost for books is only marginally related to the inflation cost for
other consumer products. Since most books acquired by Canadian libraries are published in
the United States, the book industry is deeply affected by the value of the Canadian dollar
against US currency).
Percentage growth within the community, and
Current operating budget matched to the anticipated operating budget five years into the
future.

Development Charges will contribute to the collection budget. The normal figure used in
Development Charges is 2.5 items per capita with an assumption of just over 3 people residing in each
new home. This will allow EGPL to collect the cost of approximately 8 items (at an average cost) for
each new home that is built, and begin building a core collection for the new location.
We recommend that EGPL:
4.5

Increase the collections budget at a slightly higher rate of increase than the overall operating
budget until it falls within the 12 ‐ 15% of operating budget guideline.

4.6

Review the Development Charges By‐Law adopted by the Town to ensure they are a
minimum 2.5 items per capita.
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Technology
Several technologies are likely to impact the EGPL over the next five years. These include – Radio
Frequency Identification (RFID), Maker Spaces and broadband.
Radio Frequency Identification, as stated in the technology report, allows customers to check out
their own material. It also allows for greater security and for easier handling of non‐print material
such as DVDs, CDs and Audio books. Increasingly, it can also allow for material to be shipped directly
to branches from distribution houses. Invoices are unified as material is scanned at each branch. It
can allow for easier inventory control and, where sorters are used, for automated check‐in processes.
RFID is most effective when it replaces any circulation point. In such instances, the technology
typically handles more than 90% of all circulation. This has been a consistent finding, no matter the
demographics served by a library location.
Each self‐check station costs approximately $15,000 with an annual maintenance cost of
approximately $2,500. This figure is on the high side; costs continue to decline. Since each self‐check
terminal works almost all hours, without breaks or vacations, the cost for circulation physical material
plummets.
Security poles at the exit are needed and these tend to be the same cost as security poles for systems
using more expensive and more easily circumvented magnetic security tags.
Each RFID tag costs approximately $.30. Again, this is on the high side. There are now consortia that
buy tags together in order to achieve greater savings.
Converting a barcoded item to RFID is extremely simple. A barcode scanner is mounted just above a
pad that reads RFID tags. A tag is attached to the item. The barcode is read. As soon as the computer
reads the barcode, all required information about the item is automatically loaded onto the RFID tag.
Entire branch collections can be converted in a week’s time, often with little additional staff. New
items are purchased with an enabled tag. Again, these tags tend to cost less than a magnetic security
tag.
The technology is extremely reliable, although sorters are more sensitive than the other components.
Since costs change constantly, EGPL should release an RFI to obtain cost estimates for Capital
budgeting purposes, but Capital costs should, given the experiences of other library systems, be fully
recoverable within a two/three year period, provided that there are other responsibilities for
displaced staff in a growing library system.
The cost of the actual RFID hardware and software may not be as high as the cost of physically
installing the equipment and removing all existing desks. The RFID hardware does, however, require
far less physical space than most circulation points and can create more programmable room within a
library branch.
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Maker Spaces are becoming more and more common. One of our team members is currently
conducting a survey of all urban Canadian libraries, trying to determine how many are planning to
introduce Maker Spaces and what components they plan to include. We are also asking what lessons
those that have already implemented such services have learned. The results of this survey will not be
published in time to be used in this report but we will make sure that East Gwillimbury receives a
copy.
It appears that at least half of all urban Canadian libraries already have Maker Spaces or are planning
to open one. Edmonton just opened one last December and, locally, both Toronto and Hamilton are
planning to open spaces this year.
The cost is dependent on what the library system wishes to include. All Maker Spaces have 3D‐
printers and 3‐D scanners. These allow for the creation of physical objects, usually made of plastic.
There are a growing number of items that can be “printed” from downloaded plans on sites such as
Thingiverse, with free access to most items.
Most 3D printers cost less than $2,000 with some costing more. Excellent 3D scanners cost
approximately the same. A very basic Maker Space would include at least three printers and one
scanner. From this starting point, Maker Spaces include very different services – geared to their
community. Some offer robotics, with an ability for people to use interchangeable robotic parts and
to re‐purpose them, through changing hardware and software configurations, to perform various
jobs. Some Maker Spaces offer music editing, usually with iMac computers and standard editing
software. Some offer a sound recording studio. Many offer tables with drop‐down power outlets and
few noise restrictions. Some offer VHS/MP4 conversion. Most Maker Space furniture is easily
movable so that workshops can be held.
Small Maker Spaces, offering little more than 3D printing and scanning, can occupy as little as 1,000
square feet of space. Space should be well vented and the off‐gas emissions of the printers should be
investigated to ensure safety. It is possible to build a good Maker Space with a hardware budget of
approximately $25,000. This would not include the cost of any renovation. It is entirely possible that a
community group, such as a service organization, may wish to donate the funds required for both the
hardware and the renovations on the understanding that they receive appropriate recognition.
Maker Spaces appeal to customers of all ages. Their appeal is not limited to young people, at all.
Larger libraries, with extensive services and expansive space, are staffing their spaces at all times. This
may not be necessary. If the space is initially opened only on evenings and weekends, it could be
staffed by a combination of volunteers and high school students performing their community hours. A
Maker Space committee could be formed to help train people and to manage the space. It would,
however, require some staff time to coordinate with the committee. The experience of other library
systems is that Maker Spaces create a lot of community interest.
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Broadband is being addressed through the York Region Broadband Strategy. Broadband issues are
best addressed through consortia and through community partners working together.
We recommend that EGPL:
4.7

Prepare and issue an RFI for the implementation of RFID technology and, using the
information collected, assess the cost/benefits.

4.8

Visit the Fab Lab/Maker Space at the Innisfil Public Library and strongly consider establishing
a Maker Space.

4.9

Be an active partner in the York Region Broadband Network.
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5.0 Implementation Strategy
This section outlines an implementation strategy for the Master Plan including, priorities and general
timeframes and, where relevant, cost implications.
The implementation strategy has two parts. Figure 5.1 describes a near‐term implementation
strategy. These are key activities that should be undertaken immediately and ideally concluded in
2014. The schedule and priority assigned to these recommendations are largely driven by the
recommendation to open a new library in 2018. While Figure 5.1 does not include all of the
recommendations that should be acted upon in the first year of the Master Plan, it describes those
that are time‐sensitive and must be undertaken to proceed with the capital development program
identified in the Master Plan.
Figure 5.2 describes other relevant Master Plan recommendations dealing with facilities, technology
and staffing as soon as possible. Recommendations in the Master Plan are referenced (by number
corresponding to the text in the previous chapters) in Figure 5.2. While some of the Master Plan
recommendations are specifically tied to population growth, many are improvements that ideally
EGPL will put in place. However, it is neither realistic nor necessary to act upon all of the Master Plan
recommendations in the next few years. We have organized the recommendations in Figure 5.2 by
priority. High priority (H) are activities that should occur prior to the opening of the new District
Library (phase one) in 2018. They include a range of service and administrative improvements that lay
the foundation for the expanded and improved library system which will be launched with the new
District Library in 2018 and continue with the expansion of facilities and services through the life of
the Master Plan. Moderate priority (M) are recommendations that might be initiated in the 2014‐18
period, but need not be fully in place until after 2018. While these should be acted on as resources
permit, many are staff responsibilities and there may not be time to fully implement them in the next
4 years. Ongoing (O) are generally best practices which should guide all future decisions of the Board
and staff.
Where cost estimates are provided, these are very general estimates based on 2014 costs and are to
be confirmed with further study. All costs exclude grants, community fund‐raising or other
contributions, unless otherwise noted.
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Near‐Term Implementation Strategy
Figure 5.1 Near‐Term Implementation Activities
YEAR ONE ‐ 2014
Key Implementation Activities
Board Approval of the Master
Plan
Council Approval of the Master
Plan

Budget

Staff
Responsibility
Staff
Responsibility
___________

Organizational/Operational
Review
(MP Recommendation 3.2)

$70,000

___________

Feasibility Study for the District
Library
(MP Recommendation 4.4)

$50,000

___________
Prepare a RFI for implementation
of RFID
(Master Plan Recommendation
4.7)

Prepare a Financing Strategy for
Future Library Services
(MP Recommendations 4.3, 4.5,
4.6 and 4.1)

Discussion

Staff
Responsibility

___________
_
Staff
Responsibility

The organizational structure and operating practices of the EGPL
have not been reviewed in recent years. The Master Plan
identified a number of potential improvements. More importantly,
the EGPL will transition from a relatively small, predominately
rural library system to a much larger system serving a more urban
community. A new organizational and operational structure is
required to manage this transition and provide efficient and
effective library service.
A feasibility study is required to proceed with the planning for the
recommended District Library. The first phase of this library is
scheduled to open in 2018 and its planning and development must
be an immediate priority to meet this schedule. The feasibility
study will include a more detailed implementation strategy for the
project, but if the 2018 opening date is to be achieved, architects
will need to be retained and detailed design and development
underway before the end of 2015.
This is an immediate priority as an essential first step to
determining how and when this technology will be used at EGPL
with significant implications for staffing and a strong connection to
the operational review.

The financing strategy must address capital and operating. It
includes the recommended capital funding strategy and the
implications of the Master Plan recommendations for the Town’s
Development Charges. It also addresses recommendations to
increase collection budgets and prepare for additional staff costs.
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Master Plan Implementation Strategy
Figure 5.2: Master Plan Implementation Strategy
Priority

Relevant MP
Recommendations

Adopt guidelines for the future planning
of library space and the preferred EGPL
Facility Model, including the
recommended level of provision and
facility classification system.

H

1.1 – 1.5

These Master Plan recommendations are
the fundamental building blocks for
future
library
facilities
in
East
Gwillimbury. They should be formally
adopted by the Board as part of their
approval of the Master Plan.

Approve the long‐term facility
development strategy. The strategy
calls for the construction of a new
District Library in Queensville (built in
two phases) and a new community
library to serve the South West portion
of the Town. The Mount Albert branch
is retained.

H

1.6 – 1.11

These recommendations provide a
strategy for facility development until
2031. While they will be reviewed on a
regular basis, the overall strategy should
be adopted by the Board to govern future
decision‐making. The cost implications
will be clarified with the preparation of a
capital development strategy (see short
term implementation activities).

Opportunities to partner with other
service providers and to establish
creative/maker space as part of the first
phase of the new District Library should
be explored.

H/O

1.12, 1.14, 1.15,
2.7, 4.8

There is an immediate need to address
the
partnership/maker
space
recommendations as part of the
feasibility study for the District Library to
be developed in 2018. Partnerships are
however an ongoing focus for facility
development.

Prepare detailed feasibility studies for
all future facilities and ensure facility
design incorporates best practices and
sustainability principles.

O

1.13, 1.16

H

2.1, 2.2, 2.3, 2.8,
2.9

Key Directions

Comments

Facilities

Technology
Upgrade Website

The recommended improvements to the
website reflect EGPL’s commitment to
consider this as a digital branch. These
improvements should be undertaken as
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Key Directions

Priority

Relevant MP
Recommendations

Comments
soon as possible and definitely should be
in place to coincide with the opening of
the new District Library. Recommended
intranet improvements would also be
undertaken.

Appoint staff lead for e books

H

2.4

Introduce Discovery Layer catalogue

H

2.10

Create a staff development program re.
e books; fully implement RFID
technology, review printing capabilities
and systems.

M

2.5, 2.6, 2.11

Adopt new reporting procedures re. IT,
update policies re. technology and
coordinate with Town on technology
initiatives.

O

2.12, 2.13, 2.14.

Develop a project plan for RFID
technology and staff training re. RFID

H

3.4, 3.5

Identify the future positions, job
requirements and academic
qualifications and procedures to assist
existing staff to assume these positions

H

3.7, 3.8

Adopt and review staffing targets,
establish a digital branch, develop staff
training programs, continue to partner
with York Regional Broadband Network.

O

3.1, 3.3, 3.6, 4.9

Planning for RFID will be initiated prior to
full implementation (see discussion in
staffing).

Staffing
Planning should be initiated immediately,
including the RFI identified in Figure 5.1.
Implementation should coincide with the
opening of the new District Library.
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Appendix
When we met in December to discuss the first phase of the project, the Library CEO asked if we would
provide ideas regarding the Library’s organizational structure. This is beyond the scope of the project,
and we are highly recommending that EGPL have an Operational Review. Nonetheless, we have
thought a great deal about the organizational issues. Following are factors for EGPL to consider as
they work through an operational review.

Factors Influencing Organizational Culture
Libraries, like many organizations, are struggling with changes in organizational culture.
To carry out their missions and visions of discovery and community building, and to attract and retain
good employees public libraries must develop organizational cultures in which staff are more
motivated by “curiosity, community and creativity” than any previous workplace generation.34
The process starts by:


Simplifying organizational structure and allowing for more individual initiative and
responsibility. As an example, the District of Columbia Public Library system uses a staff
training mantra of “See a Problem, Fix a Problem.”



Minimizing the number of unique staff roles in favor of broader job description mandates that
assume almost any staff member that a customer chooses to approach will take action
instead of point and refer to someone else.

EGPL system has an advantage, as it strives to reach what management literature describes as the
ideal twenty‐first century organizational structure. EGPL is already a fairly streamlined organization.
It already has few layers of hierarchy and has only a few different job descriptions.
Following are considerations for EGPL to keep in mind as it grows:

34

Pontefract, Dan, Flat Army, Creating a Connected and Engaged Organization, Jossey‐Bass (A Wiley Imprint),
New Jersey, 2013, page 6.
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Job Descriptions


Should explain responsibilities in broad, general
terms.



Should state, up front, that all duties and
responsibilities are subject to change and that
EGPL will change both the services it provides
and the ways that these services are delivered.



Should be competency‐based;



Library Assistant job descriptions should list all
of the responsibilities that a Library Assistant
might perform (in general terms), instead of all
of the responsibilities that each person actually
performs. This allows specific duties to rotate
amongst staff. For example, one responsibility
might be the scheduling of student Page staff. If
this is listed as a possible responsibility for all
Library Assistants, it can move amongst staff. If
it is only listed on one or two job descriptions,
staff have to wait for that job to become vacant
before taking this responsibility.





The exceptions are those jobs requiring unique
qualifications, such as a specialists in finance,
HR,
communications,
etc.;
these
job
descriptions should be specific and, as apart of
their professional responsibilities, an obligation
to keep those skills current.

Best Practices – Competency‐Based Job
Descriptions

Competency‐based job descriptions are
becoming the norm. Competencies are
used to replace detailed descriptions of
specific duties and designed to capture
the essential skills that a job might
require, no matter what how the actual
duties might change. There are a number
of organizations, including the Canadian
Urban Libraries Council, currently working
on core library competencies. Links to
others:
 Ohio Library Council’s public library
competencies:


Danish Public Library Competencies
in Scandinavian Library Quarterly
2010



Recent article by Donna Chan,
Western University, on Canadian
public library competencies



2011 IFLA article on public library
competencies

Explicitly state that the incumbent may be
posted at any work location within the
community being served by the library system.
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Best Practices – Location Flexibility

An increasing number of library systems are eliminating location specific information in their job
descriptions.
 As the system grows, jobs with some responsibilities may be moved to different locations. If
job descriptions are location specific then staff may cite transportation issues as a reason why
they took the job and resist the change. Job descriptions need to make it clear that staff have
a responsibility to get to any location in the township, as required.


Periodically rotating staff ensures loyalty to the library system, not to a particular location.



Several library systems have had the issue of staff members working together in the same
location for a long time developing unique, unapproved ways of operating. For example, staff
at one branch set certain books aside for favourite, longtime customers. The library’s
administration did not know of these unique practices. And, as new residents move to the
community, two‐tiered services may emerge and be resented by new residents. Rotating staff
keeps services consistent.



It tends to cut down on the number of on‐call staff. Staff can cover other locations during
summer vacation periods when staff levels in general may not be as high or during emergency
situations. On‐call staff knows that the training they receive reflects consistent practice across
the library system. On‐call staff hired would be prepared to work in any EGPL location.
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Staff Development


The rapid changes in the profession require staff to stay current. Without doubt, both the
organization and each individual bear some responsibility for ensuring that staff has the
knowledge to deal effectively with the patrons,
handle technologies and answer questions.



Staff need to track the questions patrons are asking
and keep managers aware of questions being asked
and resources to answer them. Staff and managers
should know the “Top 10 questions of the month.”

Best Practice: Professional
Librarians



Staff needs to familiarize themselves with new
technologies and management needs to make this
as easy as possible. Staff should be encouraged to
use YouTube videos to help them be learn about
new devices.



Staff needs to take field trips to library systems that
serve the size and type of population that East
Gwillimbury is soon expected to serve. There are
plenty close to East Gwillimbury. Staff needs to see
what it means to take the next step and to provide a
different type of service.



Librarians need to be hired both for their ability to
meet the needs of the immediate positions be
advertised as well as for eventual management
potential. Librarians should be given scope to grow.
They should be trainers, project managers and
assistant managers whenever possible. They should
act as trusted staff who represent the library system
in community partnerships.



Library Assistants should primarily be responsible
for staffing single service points at which all
customer interactions occur.



All other support positions should be as flexible, in
terms of job descriptions and responsibilities, as
possible. Over time, as attrition occurs and as new
positions are created and as staff begin to take
courses, most positions requiring academic qualifications of a high school diploma, should be
eliminated. There will still be need for some work with an academic qualification of high

Many
of
the
traditional
responsibilities
of
professional
librarians are changing. They rarely
staff reference points as Library
Assistants are fully trained to
manage about 80% of customer
questions
and
problems.
Professional libraries no longer
conduct programs or purchase
unique portions of the library’s
collection at a single location. Today
librarians are more frequently
responsible for managing functions,
project management, training, the
development
of
system‐wide
collections,
community
liaison/partnerships (e.g. creating
partnerships with school boards on
summer literacy issues or with
organizations concerned with town
young adult initiatives or exploring
regional/provincial and national
partnerships with libraries) when
appropriate.
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school diploma, such as shipping and receiving, but the need for these positions will diminish
over time, as will the need for student Page positions.

Senior Management Team Models
EGPL will need a senior management team that reports to and includes the CEO. A senior
management team attends (and presents) at all Board meetings and is responsible for system wide
decisions. This team prepares budgets and manages major projects, advises the CEO and ensures that
Board‐approved strategic initiatives have appropriate resources.
There are different options for structuring the management part of the organizational structure.
Consider these types of structures, and discuss them in more detail during the Operational Review.
Each of the options is based on the following assumptions:


EGPL’s branch model will minimize the number of locations and the number of floors



EGPL will use more technologies (such as RFID) to replace repetitive work and enable staff to
interact in high value ways with patrons and the community



The Library’s future services will have an increased emphasis on digital materials and the use
of library space as creation/collaboration spaces.



There will be fewer Circulation and Circulation Assistant positions replaced with more Library
Assistant positions.
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Senior Management Team Model #1: Deputy CEO Position
EGPL system organizational chart currently has the position of Library Services Coordinator, a position
that includes more responsibilities than that of the Mt. Albert Branch manager that also reports to
the CEO. The Library Services Coordinator is the Acting CEO in the CEO’s absence.
A Deputy CEO model would keep some of this division of responsibilities. The Deputy fills in for the
CEO in their absence, and has more responsibilities than other senior managers. The Deputy CEO
model is most frequently used when there are also Finance, HR, Technology and Communications
management positions in an organization. The normal division has the library operations (public
service staff) report to the Deputy CEO while the administrative positions (Finance, HR, Community
and sometimes technology, and the Deputy CEO) report to the CEO. As EGPL grows, the other senior
responsibilities regarding HR, IT and Finance will need to be addressed.
Two issues that usually arise with this model are:


The division of responsibilities between the CEO and the Deputy CEO.



The CEO and Deputy CEO sometime become the Senior Management “Team” and do not
involve other managers enough in problem‐solving and decision‐making.

Chief Librarian

Deputy
Chief Librarian
Non‐ Public Service
Positions (Including
Admin Officer)
Public Service
Positions
(Including
managers)
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Senior Management Team Model #2: Two Senior Management Positions
This model has two senior manager positions, one responsible for several branches and some system‐
wide aspects of the Library’s services – e.g. Adult Services or Youth Services – while the other may be
responsible for virtual services and some system‐wide library operations. There is an equal division of
responsibilities, with the core administrative functions (HR, Finance, etc.) with the CEO. The CEO plus
the two Senior Managers form the senior management team.
This keeps all aspects of physical services under one senior manager and ensures that there is a
knowledgeable technology person at the senior management table, one who can speak to all new
initiatives and their impact on technology.
As the system grows, a third senior manager is added responsible for corporate services (Facilities,
Finance, HR and Communications and possibly Technology). If Technology is moved here, the other
senior manager would assume responsibility for community‐based services and/or partnerships.

Chief Librarian

Admin Officer

Manager Corporate
Services

Manager Branch
Services

Manager Virtual
Services & Technologies
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Senior Management Team Model #3: All managers are included in senior management team.
This is the flattest possible management model. All managers (e.g. branch managers, virtual branch
manager, corporate services manager – Finance and Human Resources) are equal and form the Senior
Management Team. As the system grows, this model sees more managers reporting directly to the
CEO. This model is only possible so long as management staff can rotate responsibilities, allowing
them to see issues from different viewpoints and to retain a system loyalty instead of a “my turf”
loyalty.
One advantage is that all managers are aware of what is happening and can easily communicate with
their staff.
The primary disadvantage is that the number of managers that must attend Board meetings can
become quite large and the strength of the senior team can become diluted. All managers will not be
prepared to make system wide decisions and responsibility. This model can also create longer
meetings that tie up the most number of well‐paid staff members.

Chief Librarian

Admin Officer

All Management Positions
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