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Guiding Questions

* What services do we currently provide in our libraries that
must continue over the next 5 years? 10 years?
What services will need to be phased out, modified,
enhanced or introduced over the next 5 years? 10 years?

— To provide recommendations for this working group, members will need to consider the
diverse needs of the County, ways in which those needs are currently being met, ways in
which these needs could be improved, ways in which current and/or new partnerships
with the library system can expand or emerge to meet these needs. Working group
members will work on defining what the library’s current role is in providing access to
services to the community and if it needs to evolve. If so, how? Service areas that
should be assessed and considered in recommendations include literacy programs, life-
learning programs, community engagement activities, workforce development and
employment resources, entrepreneurship support, and programs supporting economic
development. The group will also need to reflect on meeting the needs of the diverse
neighborhoods that make up Miami-Dade County. All final options will need to be
presented along with a fiscal analysis.
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Process

The Service Needs Working Group met three times and
generated a list of program needs along with a rationale

for each:

November 5;:

November 12:

November 19:

December 2 and 5:

www.mdpls.org

Introduction to Working Group Process, Guiding
Questions Discussion and Brainstorming

Reviewed, Added and Prioritized Service
Needs with dots

Developed rationale for the prioritized Service
Needs and listed pros and cons for each

Met with Service Model and Funding Model
Working Groups to discuss each groups’ work
product.



Priority Service Needs

The Service Needs Working Group identified
8 priority Community Service Needs:

— Maintain/Enhance Comprehensive Current Collections and Programs
— Create a Foundation

— Explore changes in Operating Hours

— Government Services-Joint Initiatives

— Expand Support for Technology

— Provide More Fee-Based Events

— Office Services

— Community Café
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Maintain/Enhance Comprehensive
Current Collections and Programs

Examples include the comprehensive & current collection, public access to
computers, adult education programs and Reading Ready program.

Benefits: These are Core Services

Would maintain MDPLS’ status as a world class library system

Ability to provide better information
and resources to patrons

Would provide free access to information
for everyone

Staffing: May require funding to retain professional, qualified staff
Facilities: Pressure for ongoing maintenance and facility improvement
Cost: Neutral or possibly increased if needed in the future (e.g. more

databases, eBooks...)

Barrier: Losing professional librarians, knowledgeable and experienced in
collection development if funding is decreased
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Create a Foundation

Benefits: Long term funding stability
Staffing: Minimal to neutral impact
Facilities: No need for additional facilities
Cost: Staff support costs could be offset
by use of volunteers
Barrier: Determining who oversees the foundation
Aid: Ability to obtain additional funding
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Explore Changes in Operating Hours

Benefits:
Staffing:
Facilities:
Cost:
Barrier:

Aid:

Implementation:

www.mdpls.org

Library open based on public needs
Unknown

Unknown

Neutral/Unknown

Funding, staffing, and community reaction

Positive community reaction if
hours are increased

Public perception may change



Government Services/Joint Initiatives

Benefits: Joint Initiatives
— Cultural Institutions: Miami Book Fair, Arsht Center

— Government Institutions: Homeless Trust, Tag Agencies, Jackson Health, Post
Office, Port of Miami, Miami Dade School District

— Social Service Agencies: AARP, Alliance for the Aging
Greater Resources available
Longer hours
Convenience for the public

Staffing: Unknown — Could place pressure on existing staff
Facilities: Use of joint facilities
Cost: Impact could go either way depending on
implementation and negotiation
Barrier: Facility space, turf, bureaucracy and lead time for implementation
Aid: Potential synergy from working with two entities instead of one
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Expand support for Technology

Benefits:

www.mdpls.org

Assist patrons with hardware and software assistance
Roaming librarians — outside the physical box, outreach

Improve Wi-Fi accessibility, printing from personal PCs
and from outside library

Make special collections available to all via library card or
service fee

Linked to “Internet” book sale to track reader interest,
provide additional service to patron, commission for sale

Free or minimal fee seminars on technology

YOUmedia expansion to all Regional branches; create
more technology study zones

New opportunities for delivery — small press freeware
eBook platform

Mode for fines and fees collection for homebound or for
patrons who don’t carry cash or checks



Expand support for Technology

Staffing:

Facilities:

Cost:

Barrier:

Aid:

www.mdpls.org

Additional training for existing staff
Recruit new staff with additional skill sets

Use of joint facilities

Cost recovery methods will make costs neutral or
could produce long-term decreases

New technology on front-end will increase costs

Bidding process

Library’s “Polaris” system

Perception of importance

Potential joint initiatives with private companies



Provide More Fee-Based Events

Benefits: Extra money

Examples of fee-based programs:

Children’s programming
Holiday events

Art exhibits with art for sale
Citizenship classes and events

Staffing: Unknown
Facilities: Neutral
Cost: Decrease — charge a minimal fee for service

Barrier: Push-back from patrons
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Models:

Benefits:

Staffing:

Facilities:

Cost:

Barrier:

www.mdpls.org

Office Services

Do it ourselves and provide equipment
Partner with Fed-Ex/Kinkos for shared revenue
Kiosk or small shop for lease

Generate revenue

Increase traffic

Workspace for rent; monthly fee for desk or office
Vending machines selling office supplies

Neutral to minimal
Possible facility improvements
Software, equipment and space

Library hours, space



Community Café

Models: Lease space (large company)
Shared revenue with vendor
Food/beverage/gift shop

Benefits: Revenue generation
More visitors

Staffing: Neutral
Facilities: Possible facility improvement
Cost: Using volunteers could make it “cost neutral”

Barrier: Limited food and drinks to designated areas in the
library, space and business regulations

www.mdpls.org
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Guiding Questions

 How should services be delivered in the next 5 years? 10
years? What modes of service delivery will need to be
phased out, modified, enhanced or introduced over the next
5 years? 10 years?

— To provide recommendations to be considered for this question, the working
group will need to assess our current service delivery model, innovative pilot
programs currently in place within the Miami-Dade Public Library System,
innovative approaches being implemented nationally and internationally,
technology trends, staffing levels needed to implement the different options,
and the qualifications of staff to implement different models.
Recommendations should assess and consider library resources, delivery of
services (modes, types, days and hours of operations) and facility needs for
the models. The group will also need to reflect on the phasing in of
innovations and meeting the needs of the diverse neighborhoods that make
up Miami-Dade County. All final recommended options will need to be
presented along with a fiscal analysis and impact.
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Process

The Service Model Working Group met a total of four times:

Nov. 7
Nov. 14
Nov. 21

Dec. 3

www.mdpls.org

Kick-off
Identified a variety of service delivery elements and ideas

Considered the pros/cons of each renamed service model, and
began to think about each delivery model’s rationale; used
dots to highlight issues that members wanted the Taskforce to
keep in mind as it works through its process.

Developed the rationale for each of the 9 service
models identified



Public-Private Partnerships

Working with community and non-traditional organizations to
efficiently provide services to the community

Staffing:
Facilities:
Costs:

Access:

Suggested Partners:

www.mdpls.org

Shared staff with partners

Possible improved/increased facilities
Shared Costs

Increased access to community

Starbucks, Metro Dade Transit, foundations,
Homeless Trust, Jackson Memorial, educational
institutions, start-ups



Regional-Based System

A cluster approach to a geographic library service area, where
the larger library could support the surrounding community
libraries (e.qg., e-libraries, self-service, children focused) with
staffing, materials and technology

Staffing:  Increased staffing support to smaller libraries in the area; could
work with clerical and librarians; rotation of staff

Facilities: The number and types of facilities would be contingent on the
needs of the community

Costs: More cost control, better projection and analysis of cost; less
duplication
Access: Balanced and equal service for entire county
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Library Research Center

A central depository of multiple in-depth collections of both
local and national interest with extensive archival materials,
serials and government documents

Staffing:  Highly specialized staff — archivists, librarians, network managers,
subject matter

Facilities: Sufficient space to house collections, appropriate environmentals
Costs: Cost similar to existing Main Library

Access: Could serve as a showcase for research collections — promoting
research, both nationally and internationally, draws in business
and investment from other countries. Locally, it also helps meet
the needs of local patrons by offering in-depth research
technology/databases.
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Self Service

A non-staffed facility dependent on technology
for access and use.

Staffing:

Facilities:

Costs:

Access:

www.mdpls.org

No front line staff, requires system support staff; librarian staff to
maintain collection

Could be kiosks, building, or dispenser (i.e. Red Box); areas in or
around 24-hour public facilities

Requires initial increase in IT investment; low facility/staff costs;
may involve additional security costs.

24/7 , expandable into other areas; no access to programming;
consider creating self-service areas within all libraries



Mobile Services

Different options for bringing services and staff to the
community by offering flexible modes of delivery

Staffing:  Clerical and professional staff; specially licensed driver

Facilities: Bookmobiles and other type of temporary facilities
(i.e., “Pop-up”)

Costs: Added security and maintenance costs

Access: Flexible scheduling, could target underserved areas

www.mdpls.org



e-Libraries

A technology center with a variety of technology access
(laptops, desktops, Internet, Wi-Fi, tablets, as well as iPads),
offering a small book collection; staff would be tech savvy

Staffing:  Tech-savvy staff; may be clerical staff, not librarians

Facilities: Existing public spaces; partnerships spaces; building with updated
wiring; converting current storefront libraries into e-libraries

Costs: Savings in staffing costs could allow for longer operating hours;
cost of technology needed to run library; added cost of security to
monitor tech materials; shift in funding to e-resources

Access: For individuals who need service and can’t afford internet costs
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Drop Collections

Pre-selected materials delivered to a specific community-based
organization (CBO) for a limited period of time

Staffing:  No onsite staffing; requires minimal delivery
and library support staff

Facilities: Use of existing CBO facilities
Costs: Low cost delivery method

Access: Allows for a level of community outreach, while making use of
shared staffing resources. (Person at site responsible for
collections while there.)
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Community-Based Library
A neighborhood local library that one can “walk to,” with
materials collection determined by demographics
Staffing:  Library staff partners with non-library services staff
Facilities: Shared with potential partners

Costs: Incurred costs could be shared with other existing
revenue streams

Access: Convenient access, materials/services based on the needs of the
community; could also become a “one-stop shop” to the
community allowing for regular services of a community library
and different social services (tax help, Driver’s license, social
security, etc.) within a library facility

www.mdpls.org



Virtual — Web-Based Library

Online library services
Staffing:  IT staff; online resources management
Facilities: IT infrastructure

Costs: Cost for electronic information/resources; maintenance website,
servers, viruses protection, intrusion protection, etc.

Access: 24/7, but limited to those with Internet access; chat function with
MDPLS staff so that research assistance would still be available

www.mdpls.org
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Guiding Questions

 What is the most fiscally effective way to deliver library
services of substantial benefit to all County residents?

— Providing recommendations on this topic will require the working group to
analyze different library models, review staffing levels, job descriptions, and
service delivery models in other library districts in comparison to Miami-
Dade Public Library System. Funding development strategies will be
discussed/considered and will be included in the group’s recommendations.
Current funding level options will need to be considered and viable delivery
models within current funding levels will need to be proffered; however, the
group can also explore and recommend other models inclusive of a cost
benefit analysis and funding details.
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Process

* Funding working group has met three times to analyze
issues posed by different funding levels and different

funding mechanisms.

* The group provided thoughts for consideration for each
approach and provided feedback regarding the pros and cons
of each one.

— Funding level scenarios were (1) reduced millage, (2) maintained
millage, (3) increased millage to maintain service, and (4) increased
millage to enhance service.

— Mechanisms include keeping the Library district intact versus folding it
into the general fund, and creating other funding structures that are
not necessarily tied to ad valorem tax.

www.mdpls.org



Scenario One
Reduced Millage/Funding

* Would require substantial cuts and layoffs,
and closure of locations.

— Significant impact to citizens due to the erosion of services provided, reduced
hours of operation, deterioration of current facilities, postponement of
planned facilities, and aging of collection materials and technology

— Reductions in state aid, elimination of reserves, hollowing-out of staff, and
negative impact on other County departments that rely on Library services

* Cities may withdraw from the current unified
county-wide Library system.

* Difficult to meet standards issued by the
Florida Library Association.
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Scenario Two
Maintain Millage/Current Level of Funding

* More than $20M in reductions necessary under current level
of funding, which would make it impossible to maintain the
current system.

— Significant impact to citizens due to the erosion of services provided, reduced
hours of operation, deterioration of current facilities, postponement of
planned facilities, and aging of collection materials and technology

— Reductions in state aid, elimination of reserves, hollowing-out of staff, and
negative impact on other County departments that rely on Library services

* Inability to respond to future needs and service.

* A new strategic and capital plan would need to be created.
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Scenario Three
Raise Millage to Maintain Current Level of Service

To maintain services, a millage increase is needed to close the gap and
account for marginal costs increases.
— However many of the problems listed under the previous two scenarios would
apply here as well

* The presence of the Library system would be maintained in various
diverse communities.

— Including future service commitments for new locations included in the
Capital Expansion Plan

* A marketing campaign would be required to “sell” the idea including a
larger profile for the Library in the County’s Strategic Plan.

* Marginal millage adjustments for library are of minimal impact to
property taxpayers.
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Scenario Four
Increase the Millage/Funding to Expand Service

* This would enable the library to restore hours and staffing levels existing in
2009 and aspire to the “enhanced level of service” standards issued by the
Florida Library Association.

* Reestablishment of reserves and fulfillment of capital plan
would be possible.
* Restoration of book and materials budget
— Including electronic materials and other media formats
* Investments in infrastructure

— Including voter-approved capital projects included in the
Building Better Communities G.O.B.

— Needed technology upgrades

* Marginal millage adjustments for library are of minimal impact
to property taxpayers.
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Scenario Five
Incorporate Library District into General Fund

 This could make it difficult to maintain reserves or conduct
long-range fiscal planning.

— End of year carryover funds would be subsumed
within the General Fund.

— There could be implications to grant funds that require
a dedicated source of revenue.

* This might “bury” the Library in the general fund and make
funding more difficult due to competition for funding with
other departments.

* This may have political implications.

— There could be taxation issues with municipalities.
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Other Funding Scenarios

 Other scenarios discussed:

— Create independent library taxing authority
— A sales tax as an alternative to ad valorem funding
— Non ad valorem fee

— Referendum on temporary millage increase similar to 1988
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Other Key Points for Consideration

e Other key points discussed:

* How we got here:
1. State law changed
2. Economy tanked
3. Impact of Value Adjustment Board changes
4.

Millage lowered 65%

* Need a short-term funding plan for Fiscal Year 2014-15 along
with a long-term plan

www.mdpls.org
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Guiding Questions

* What strategies are currently employed to create awareness of the services
provided by Miami-Dade Public Library System? Who participates in this
process? How can these efforts be refined and/or improved? If changes are
being proposed to service levels and/or delivery, how should the public be
best informed and engaged? Can library usage be increased within the current
service model? How? If new service models are considered, what strategies
should be employed?

— Providing recommendations for this group will require an assessment of what is
currently done and by whom. Areas to be assessed should include branding,
website, applications, use of social media, communication partnerships, current
work with Friends of the Library and Library Advisory Board, and the manner in
which cross messaging is employed. Suggestions for engagement must be specific
and should take into account the diversity of our community and the various
populations that currently benefit and/or could benefit from services provided in
the Library.
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Process

The Awareness, Advocacy and Marketing group
met three times to analyze branding, use of social media,
partnerships and the effectiveness
of the library’s marketing plan.

The group provided thoughts for consideration
for each approach and provided feedback
regarding the pros and cons of each one.
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New Marketing Strategies

* Develop a marketing plan with clearly defined goals,
defined target audiences, and survey driven messages
and marketing vehicles.

— Promote libraries as center of community activity.
— Create marketing themes based on specific audiences.

— Re-engage municipalities with programs that promote
branch libraries.

— Consider increasing amenities that our target audiences desire in
order to attract more visitors.

— Promote libraries as valuable component of a
world class community.
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Improvements to
Current Marketing Strategies

* Re-engage and partner with private sector and foundations
with shared vision for a strong library.

* Expand membership, advocacy and fund raising activities
with the Friends of the Library.

* Develop stronger Advisory Board composed of
key community influencers.

 Enhance the use of social media.
 Build and share a database of contacts.

* Refresh bookmobile advertising strategy
for community events.
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Inform and Engage the Public

Explore cross-promotion opportunities with:
— Parks
— Schools
— Universities
- YMCA
— Hospitals

— Others

www.mdpls.org



Other Ideas

 Library Advisory Board should report regularly to
the Board of County Commission (BCC) and
perform its duties and functions as prescribed in
the 1963 ordinance creating the Miami-Dade
Public Library Advisory Board.

* Tap into Tech + Creative + Innovation community
in Miami, creating space, events and Continuing
Education (CE) opportunities.

i.e., Lab Miami

* Create online community advisory board.
* Rent space for events to raise revenue.

www.mdpls.org
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Joint Meeting

Funding/Service Needs Working Groups

The Funding and Service Needs Working Groups met to consider which service needs
would be most appropriate under different funding scenarios.

The joint group emphasized that maintaining core services should be a critical goal
under all funding scenarios.

Priority service needs considered appropriate for the varying funding scenarios are

shown below.

Reduced Millage

Maintain Millage

Increase Millage to
Maintain Service

Increase Millage to
Enhance Service

Create Foundation, Develop Community Cafes, Explore Changes in
Operating Hours

Create Foundation, Develop Community Cafes — Open Coffee Shops,
Explore Changes in Operating Hours

There was no majority recommendation for any of the service needs for
this funding scenario. Issues raised included infrastructure, inadequate
level of service, and maintaining core services.

Create Foundation, Develop Community Cafes, Provide Additional Office-
Related Services, Government Services/Joint Initiatives, Maintain/Enhance
Comprehensive & Current Collections, Expand Support for Technology, and
Explore Changes in Operating Hours



Joint Meeting

Funding/Service Models Working Groups

The Funding and Service Models Working Groups met to consider which service
models would be most appropriate under different funding scenarios.

Priority service models considered appropriate for the varying funding scenarios

are shown below.

Reduced Millage

Maintain Millage

Increase Millage
to Maintain
Service

Increase Millage
to Enhance
Service

There was no majority recommendation for any of the service
models for this funding scenario. Issues raised included reduction
of services to needful segments of community, lack of security,
and the negative effects on the digital divide.

Drop Collections, Public/Private Partnerships

Self-Service, e-Libraries, Drop Collections, Regional-Based System,
Public/Private Partnerships, Library Research Center, Community-
based Libraries, Virtual

Self-Service, e-Libraries, Drop Collections, Regional-Based System,
Public/Private Partnerships, Library Research Center, Community-
Based Libraries, Mobile, Virtual



Joint Meeting

Service Model/Service Needs Working Groups

The Service Model and Service Needs Working Groups met to consider which
service need would be most appropriate under different service models.

Priority service needs considered appropriate for the varying service models
are shown below.

Community Based Create a Foundation, Provide More Fee-Based Events, Develop Community

Library Cafes, Provide Additional Office-Related Services, Government Services
Joint Initiatives, Maintain/Enhance Comprehensive & Current Collections,
Expand Support for Technology, Explore Changes in Operating Hours

Library Research Create a Foundation, Provide More Fee-Based Events, Develop Community

Centers Cafes, Provide Additional Office-Related Services, Government Services
Joint Initiatives, Maintain/Enhance Comprehensive & Current Collections,
Expand Support for Technology, Explore Changes in Operating Hours

e-Libraries Create a Foundation, Provide More Fee-Based Events, Develop Community
Cafes, Provide Additional Office-Related Services, Government Services
Joint Initiatives, Maintain/Enhance Comprehensive & Current Collections,
Expand Support for Technology



Joint Meeting

Service Model/Service Needs Working Groups

Mobile

Self Service

Drop Collections

Regional-Based
System

Public-Private
Partnerships

Virtual/Web Based

www.mdpls.org

Create a Foundation, Provide More Fee-Based Events, Provide Additional
Office-Related Services, Government Services Joint Initiatives, Expand
Support for Technology, Explore Changes in Operating Hours

Provide More Fee-Based Events, Provide Additional Office-Related
Services, Government Services Joint Initiatives, Expand Support for
Technology, Explore Changes in Operating Hours

Government Services/Joint Initiatives, Expand Support of Technology

Provide More Fee-Based Events, Develop Community Cafes, Provide
Additional Office-Related Services, Government Services Joint Initiatives,
Expand Support for Technology, Explore Changes in Operating Hours.

Create a Foundation, Provide More Fee-Based Events, Develop Community
Cafes, Government Services Joint Initiatives, Maintain/Enhance
Comprehensive & Current Collections, Expand Support for Technology

Provide More Fee-Based Events, Expand Support for Technology
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