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LIBRA RY ACTION REQUIRED

Reinvestment Study Request from City Council

Date: March 24, 2014

To: Toronto Public Library Board
From: City Librarian

SUMMARY

This report provides a recommended plan to respond to the City Council motion for a study
of capital and operating budget priorities and objectives to identify reinvestment
opportunities for the Toronto Public Library. The Toronto Public Library Board has
requested that staff report on the recommended parameters, objectives, benefits and costs of
the study.

One of the most important roles for the Library Board is to engage in strategic planning in

order to ensure that the Library delivers comprehensive and efficient public library service
that reflects the community’s unique needs as stated in the Public Libraries Act. The Board
invests time and resources to develop a new strategic plan every four years.

The Library’s Strategic Plan — 2012 - 2015 is developed for the purpose of supporting the
development and delivery of library service over the time period of the plan. It provides a
framework for the development of capital and operating budgets and annual work plans at the
system level and across the organization. Key priorities and goals identified in the Strategic
Plan — 2012 - 2105 will be used as the framework for the study.

The Strategic Plan — 2012 - 2015 identifies the four priority areas to position the Library for
the future:

Grow a City of Readers

Develop a City of Learners

Catalyze and connect a City of Innovators, Entrepreneurs and Creators; and

Deliver Excellent Library Service to Torontonians Efficiently and Effectively

Four major strategic elements from the strategic plan will set the parameters for the study.
They are the shift to digital and technology-based services, service development to targeted
age groups, a review of open hours and the need to update library facilities to meet state of
good repair (SOGR) and Accessibility for Ontarians with Disabilities Act (AODA)
requirements and deliver 21* century library service. The results of this study, including cost
projections will add focus and clarity to service planning and development and support
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budget development over the next five years for the operating budget and for the ten-year
capital budget plan, and support the achievement of the strategic plan goals and objectives.

A major thrust of the strategic plan is a continued focus on customer needs and expectations
for digital and innovative technology and services, including access to e-content and
alternative learning materials and opportunities. In addition, the plan highlights the delivery
of excellent library service, including the integration of new models for hours and service,
the need to understand the patterns of use in library branches to inform service delivery,
including an increase in the range of open hours and programs available. The plan highlights
the need for a range of open hours to facilities beyond existing hours to improve access to
library services. In response, the Open Hours Plan will be updated and cost estimates for
additional open hours will be included in the results of the study.

The ambition for increased open hours identified in the Open Hours Vision and Plan, has
been partially achieved since its endorsement by the Library Board in 2006. Additional
library hours, at branches across the City support equitable access, enhance library use and
service outcomes. Through the 2014 budget process, a funding enhancement was approved
by City Council resulting in additional open hours at seven district libraries and at the
Toronto Reference Library. The Open Hours Vision and Plan will be updated to include
estimated costs to implement further hours envisioned, including late night service and will
consider alternative service delivery models.

Another strategic plan priority is to enhance services for targeted age groups, including the
middle childhood years, youth and older adults. Updated information will be included in the
study, including estimated costs associated with service initiatives identified, but not
currently funded through the operating or capital budgets.

The strategic plan also highlights community needs for access to library branches as valued
community infrastructure and the need to animate library branches with inspired architecture
and design, wired work spaces and audience-focused zones that accommodate collaborative
work, co-creation and independent study. The Library-approved 2014 - 2023 Capital Plan
will be updated to incorporate funding for SOGR needs as well as plans to address the
requirements under AODA and to incorporate these important objectives from the strategic
plan.

Extensive consultation was recently completed for the Strategic Plan — 2012 - 2015, which
included the Public and Visitor Survey conducted by Strategic Counsel and public
consultation surveys and events. Input was sought from community partners, educators,
Toronto Public Library Workers Union, Local 4948 as well as the Mayor and City
Councillors. At the start of each capital building project, extensive public consultation is
undertaken through surveys and community meetings. Internal consultation, including
consultation with the Union, CUPE 4948, is planned for this study and will be built into the
process of updating the Open Hours Vision and Plan, updated cost estimates for key
objectives in the strategic plan as well as the updating of capital plan information.
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RECOMMENDATIONS

The City Librarian recommends that the Toronto Public Library:

1. approves the proposed plan to respond to the City Council study request by
employing the Strategic Plan — 2012 - 2015 and the 2014 - 2023 Capital Plan as a
framework for the study and defining the parameters to include:

a. updating of the Open Hours Vision and Plan;

b. advancing the service development for specific age groups, including middle
childhood, youth and seniors;

C. advancing the Library’s shift to digital and technology-based collections and
services;

d assessing state of good repair needs, including upgrades needed for

compliance with the Accessibility for Ontarians with Disabilities Act
specifications for the built environment; and

e. estimating costs for the operating and capital budgets to be included in the
updated plan.

FINANCIAL IMPACT

The study, including consultations, will be done by staff within the approved 2014 operating
budget.

The preparation of a building condition assessment report and an AODA built environment
compliance audit are part of the 2014 work plan and are provided for in the Multi-Branch
capital budget.

Costing impacts of enhanced service options such as a revised Open Hours Vision and Plan
and for the achievement of key priorities in the Strategic Plan — 2012 - 2015 will be
presented in the Study. Capital funding for SOGR needs, including meeting AODA
requirements, will also be quantified.

The results of the study can be incorporated into the 2015 capital and operating budget
process and included in the requested funding from the City.

The Director, Finance & Treasurer has reviewed this financial impact statement and is in
agreement with it.

DECISION HISTORY

As part of the budget approval process at City Council, a motion was passed on January 30,
2014 as follows:

Requesting the Toronto Public Library to undertake a study of priorities and
objectives in terms of capital and operating costs for the Toronto Public Library
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resulting in reinvestment opportunities for the Toronto Public Library for the next 10
years (2014 - 2024) with the exact parameters of the study to be confirmed by the
Toronto Public Library Board in consultation with the major stakeholders including
the Toronto Public Library Workers Union and non-union management.

At its meeting on Feb 10, 2014 the Board passed the following motion in response to the
City’s motion:

Considers the Council recommendation to undertake a study of priorities and
objectives in terms of capital for the next 10 years (2014 - 2024) and operating costs
(for up to five years) for the Toronto Public Library resulting in reinvestment
opportunities for the Toronto Public Library with the exact parameters of the study to
be confirmed by the Toronto Public Library Board in consultation with the major
stakeholders including the Toronto Public Library Workers Union and non-union
management. Library staff should report on the recommended parameters,
objectives, benefits and costs of the study.

The Library’s Open Hours Vision and Plan was last updated and adopted by the Library
Board in January 2006. The recent budget enhancement of open hours will result in
additional open hours at seven district libraries and at the Toronto Reference Library.

COMMENTS

The study will provide information to the Board and Council about options to enhance library
services, including estimated costs, which can be incorporated into the 2015 capital and
operating budget submissions. For the Board, the study will provide the opportunity to
revisit and update its plan for expanding open hours and for discussing new service delivery
options. In addition, it provides an opportunity to advance priorities as identified in the
Library’s Strategic Plan — 2012 - 2015. The study will also provide information that can be
used by the Board to create a ten-year capital plan that incorporates the results of the 2014
building condition assessment on SOGR needs as well as AODA requirements.

Operating Budget:

To respond to Council’s request, the Library is proposing to update the Board’s Open Hours
Plan, including late night services and alternative service options. The recent economic
impact study So Much More, the Economic Impact of the Toronto Public Library on the City
of Toronto demonstrated the value of an open hour and the strong return on investment
delivered by Toronto Public Library to Toronto.

Estimates for the implementation of key strategic goals and objectives from the strategic plan
to support reinvestment in the Library will be integrated into the study. The year 2015 will
be the final one for the Strategic Plan — 2012 - 2015, and this study provides an opportunity
to identify operating costs associated with the plan for 2015 that will advance specific goals
and objectives identified in the plan. These include objectives to support the shift in
customer needs and expectations for digital and innovative technology and services,
including access to e-content and alternative learning materials and opportunities. Other
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important strategic directions include enhancing services for targeted age groups, including
children in middle childhood, youth and older adults. Several library strategies support and
build upon key City strategies, including Toronto’s Middle Childhood Strategy, Seniors
Strategy and the recently approved Youth Equity Strategy.

Capital budget and plan

The Library has been updating its facilities through the capital program to meet the needs of
customers through the provision of 21% century library services and spaces. The Library’s
ten-year capital plan demonstrates a commitment to achieving a balance between maintaining
existing City assets, investing in SOGR and addressing service gaps and priorities on a City-
wide basis.

The results of the 2014 building condition assessment and the AODA audit will provide an
opportunity to review the ten-year plan, to incorporate the findings into the report, which will
set out priorities and objectives in terms of addressing SOGR needs and addressing service
improvement and growth related projects. In addition, the Library is committed to meet or
exceed the requirements laid out in the Toronto Green Standard and this will continue to be
taken into account in reviewing the ten-year capital plan.

Parameters, Objectives and Benefits of the Proposed Study

Four major strategic elements from the strategic plan will set the parameters for the study.
These are the shift to digital and technology-based services, service development to targeted
age groups, a review of open hours and the need to update library facilities to meet SOGR
and AODA requirements and deliver 21 century library service. The results of this study,
including cost projections will add focus and clarity to service planning and development,
support budget development over the next five years for the operating budget and the ten-
year capital budget plan, and support the achievement of the strategic plan goals and
objectives.

Consultation

A broad consultation plan is not recommended as the Library has recently completed several
significant public consultation processes in association with budget planning, and the
Strategic Plan — 2012 - 2015. Consultation with stakeholders was undertaken for each of the
Library’s strategic documents associated with particular age groups, e.g. the Middle
Childhood Framework. Internal consultation, including with the Toronto Public Library
Workers Union, Local 4948, is planned for this study and will be built into the process of
updating the Open Hours Vision and Plan, updated cost estimates for key objectives in the
strategic plan as well as the updating of capital plan information.

A new strategic plan for the Library will be under development in 2015. In accordance with
the Library’s Public Consultation Policy, the Library will conduct extensive public
consultations through a variety of channels, in branch and online. Consultations will be held
with key stakeholders, including community partners, agencies, school boards and other
education partners, and library staff as well as the Union executive. The Mayor, City
Councillors and key City staff will also be consulted through this process.
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CONTACT

Katherine Palmer; Director, Planning, Policy & E-Service Delivery; Tel: 416-395-5602;
E-mail: kpalmer@torontopubliclibrary.ca

Larry Hughsam; Director, Finance & Treasurer; Tel: 416-397-5946;

E-mail: lhughsam@torontopubliclibrary.ca

SIGNATURE

Jane Pyper
City Librarian
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