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The Lonesome Pine Regional Library
(LPRL) system serves five localities in
Southwest Virginia: Wise, Dickenson, Lee
and Scott counties and the City of Norton.
The LPRL is one of the larger regional
libraries in the State and is an important
educational, learning, and entertainment
resource for the entire region. |t repre-
sents a significant accomplishment of lead-
ership by the regional library director and
regional cooperation. '

Overall, the LPRL offers effective li-
brary services at a moderate cost to the
approximately 119,000 residents of the

region. Users, staff, trustees and local
officials are generally satisfied with the
adequacy of services. A review conducted
by the Auditor of Public Accounts indicated
that recent audits of the system were accu-
rate and reasonably thorough. There is
also no evidence of any financial impropri-
ety or any substantial inequity in the alloca-
tion of resources among the local branches.
There is no evidence of fund misuse.

While the accomplishments of the
system are noteworthy, attention to a vari-
ety of managerial problems and communi-
cation concerns is necessary to reduce
regional friction and to preserve and
strengthen the regional structure.

The LPRL is one of 25 regional library
systems in the State. Localities participat-
ing in regions have a variety of advantages
over libraries operating independently, in-
cluding:

+ expanded collection sizes

* more numerous |locations

» shared cataloguing and reference
networks (usually computer-sup-
ported)

+ increased purchasing power

* reduced overhead and managerial
expenses.

In addition to such intrinsic benefits of
scale, regional systems receive financial
incentives from the State. For example, in
FY 1989 the five LPRL localities received
an estimated $70,000 more in State aid as
aregion than they would have operating as
independent libraries Further, JLARC analy-
sis indicated that the local costs of replac-
ing regional services — such as materials
processing, cataloguing and bookkeeping
— would probably outweigh the potential
savings associated with leaving the sys-
tem.



The Lonesome Pine Regional brary effectiveness through a series of

Library Today conztituent surveys and assessments of
13 professional library performance meas-

Overall, the LPRL effectively and eco- | Ures: red with i
nomically provides library services to the Four groups associated with the re-

citizens of the region. Ning branch librarigs | 9ional library system — patrons, trustees,
serve the five-locality area of the LPRL. In | Staff and local officials — were surveyedto
support of this system, 13 full-time and 2 | Obtain their perceptions regarding the serv-

part-time staff work in the regional head- | i¢es provided by the system. All respon-
quarters. The nine branches employ 49 dents indicated a general satisfaction with
personnel. This staffing level is efficient | 'rary services (see table below). "

from a number of perspectives. First, the In addition, the VSLA staff found that
percentage of LPRL expenditures on sala- all of the nine branches were acceptable or

ries — 58 percent — is virtually identical to | Detter on two of the 13 performance meas-

the 58 percent average of five comparable | Y'®S:
regional systems in Virginia. Lonesome

Pine staff, however, manage more than * convenience of location

twice as many catalogued books (370,200) * popular library collections.

as do the comparable systems (180,668 ,

average). Further, the LPRL books per Eight branches had acceptable non-

capita (3.10) is almost twice that of the print (principglly video) collections. Fur-
comparable regions (1.86). On these | ther. the major branches generally had
measures, the LPRL appears to be rela- | @cceptable or good overall book collec-
tively efficient in managing its collections, | tions. Five of the nine branches were ac-
Indeed, a case can be made thatthe LPRL | Cceptable or better on at least 10 of the 13
needs more certified librarians to fulfill its | Professionallibrary performance measures:

various missions successfully. + Wise County Public Library

» Scott County Public Library

Library Effectiveness * Lee County Public Library
Staft of JLARC and the Virginia State * Jonnie B. Deel Memorial Library
Library and Archives (VSLA) evaluated li- (Dickenson County)
Percentage of Constituents Satistied with LPRL Services
Average Average
User Rating  Staff Rating
Adequacy of Services and Collections 85% 80%
Overall QOverall Qverall Local
Staff Rating  Trustee Rating Qfficial Rating
Adequacy of Services for Community 88% 91% 77%
Source: JLARC Surveys of LPRL Users, Staft, Trustees, Local Officials, 1990.




« C. Bascom Slemp Memorial Library
(Wise County)

These are the larger branches in the
system. The other branches had lower
levels of performance, which would be
expected given their smaller size.

Public Awareness and Circulation
Are Concerns

System-wide, the principal problem
areas for library effectiveness were public
awareness and circulation. Public aware-
ness relates to the amount of community
attention and support the library is able to
attract. Lack of public awareness may be
one reason some branches have inconsis-
tent local support and funding.

Circulation problems may also be as-
sociated with public awareness and the
relatively limited number of operating hours
of the various branches. Reflecting this
problem, patrons surveyed by JLARC staff

indicated increased operating hours as the
primary need of the system.

While total circulation of LPRL materi-
als increased from FY 1983 to FY 1989
because of video check-outs, all catego-
ries of book circulation actually declined
during the seven-year period. .luvenile
books in particular declined, from a total
circulation of 256,046 inFY 1983 to 178,335
in FY 1989. Some of the circulation de-
cline can be attributed to population stag-
nation or declines in the area, as well as to
limited operating hours and more accurate
records. Undoubtedly, however, much of
the decline can probably be attributed to
the popularity of videos.

While video circulation in FY 1983 was
a meager 7,884, by FY 1989 LPRL video
circulation reached 461,724, The video
collection was the only collection whose
circulation grew every year during the pe-
riod studied (see figure below). InFY 1983,
videos comprised one percent of the LPRL
total circulation. In FY 1989 videos repre-
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sented 41 percent of total circulation. Even
more worrisome is that the greatest de-
clines in book circulation have been in the
area of children’s books (Figure 1).

Further, the purchase of videos has
eroded the purchasing of books. Since FY
1985, an average of over $70,000 per year
has been spent on audio-visual materials
(predominantly videos), compared to
$101,500 spent on books. In FY 1988,
more was actually spent on audio-visuals
($81,000) than on books ($64,000). From
a workload standpoint, video circulation con-
sumes an enormous amount of library staff
time. On the other hand, videos are clearly
very popular with patrons.

The LPRL board of trustees needs to
establish a clear policy on the direction of
its video collection and the role of videos in
the library. Further, because most videos
are purchased with State funds, the State
Library Board should also look at this is-
sue. Consideration should be given to es-
tablishing guidelines for State spending
on non-book materials, such as videos.

Financial Issues

Although JLARC staff did not find any
financial improprieties in the LPRL system,
the complex funding process for the sys-
tem has raised questions about fund allo-
cations, particularly for regional office op-
erations. These types of problems, and
the resulting disagreements over fund allo-
cations, can cause increased friction within
the system.

The LPRL should take three steps to
address the confusion over fund alloca-
tions and allegations of funding inequity.
First, the LPRL board should develop a
revised regional agreement which speci-
fies methods for such things as allocating
regional expenses, handling fund shortfalls,
and adjusting employee salaries. Second,
LPRL staff should make a concerted effort
to include local officials in the budget plan-

{Y

ning process. Third, the LPRL staff should
increase efforts to adhere to the Virginia
Public Procurement Act.

Managerial Concerns

The current director of the LPRL as-
sumed the position in 1965. Consequently,
the system has enjoyed a high measure of
continuity in terms of leadership, vision,
and administration. During the course of
the review, many favorable comments were
made by local officials and library staff re-
garding the dedication, stewardship, and
leadership provided by the current regional
administration.  Just as interests and
strengths have compounded over the long
period of system continuity, however, so
have some areas of inattention and weak-
ness. Consequently, a variety of nagging
managerial concerns have evolved in the
areas of:

regional cohesion and identification
personnel management and
evaluation

» computerization

communication.

Resolution of these concerns will be
difficult because of the strong positions held
by some members of the library admini-
stration and board of trustees. Reason-
able and constructive leadership and pa-
tience are needed for these management
problems to be successfully resolved.

Regional Cohesion and Identification

There is more than a healthy amount
of rivalry between the participating locali-
ties in the LPRL. Allegations of local or
branch favoritism and jealousy were fre-
guently heard by JLARC staff. A greater
effort needs to be made by the LPRL direc-
tor and board of trustees to promote sys-



tem unity. This could be done by more
regional staff assistance visits to branches
by the director and other regional staff. At
least one meeting of the board should be
held in each locality per year. Organiza-
tional development and team building ex-
ercises for the board and regional staff
should also be considered.

Personnel Management
and Evaluation

Personnel in the LPRL are rarely if
ever formally evaluated or appraised of
performance expectations. On the other
hand, regional and branch staff are openly
and sometimes harshly critical of each
other. As a consequence, morale and per-
formance suffer. A formal evaluation sys-
tem should be deveioped and implemented.
The board should specify its performance
expectations to the director and, with the
oversight of a board personnel committee,
support the LPRL director as a professional
personnel manager. '

Online Conversion Project

The LPRL online conversion project
began a decade ago and is still not com-
plete. Regional assistance to localities has
been inconsistent and, consequently, an-
other divisive factor in regional relations.
The director, with board approval, should
direct the preparation of a timetable for
completion, allocate regional staff for as-

sistance, and bring the project to comple-
tion in all branches by the end of FY 1991,

Communication

Many of the problems noted with the
LPRL are not unique to regional efforts at
cooperation. On most of the issues raised
to JLARC staff, cases could be made for
more than one point of view. Improved
relationships would exist throughout the
system if mechanisms were put in place for
the objective discussion and positive reso-
lution of divisive issues.

Board of Trustees

While the LPRL has made significant
strides in providing effective library serv-
ices to the region, a variety of problems
face the system. Regional communication
and cooperation on these problems are
essential for the continued success of the
Lonesome Pine Regional Library.

The board of trustees of the LPRL
should take a proactive leadership role on
these issues. However, the board itself is
fragmented along local lines. The board
has als¢ been inconsistent in its direction
to and support of the library director and
staff. To play a constructive role in the
strengthening of the LPRL system, the
board will need to more clearly and consis-
tently define and fulfill its role.
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I, INTRODUCTION

Virginia's public library system currently serves 99 percent
of the State's population. In 1970, over 50 percent of the
geographic area of the State was not served by a public library. By
1990, the area not served by tax-supported locality-wide service had
been reduced to three counties (Giles, King and Queen, and Richmond).

The expansion of 1library services in the State has been
encouraged by the Virginia State Library and Archives' (VSLA)
emphasis on creating regional library systems through consolidation
of existing independent libraries. Localities Jjoining a regional
system are able to pool resources and obtain purchasing, systems, and
management benefits that smaller independent libraries are unable to
achieve individually. In addition, although the majority of public
library funding comes from local sources, the current formula for
State aid to libraries provides azdvantages to regional library
systems.

The Lonesome Pine Regional Library (LPRL) system was
established in July 1964. It reached its current membership in
1972. The system is comprised of Dickenson, Lee, Scott, and Hise
counties and the City of Norton in Southwest Virginia. Serving a
population of approximately 119,000 and five separate localities, the
LPRL is the among the larger regional library systems in the State.
Perceived problems and misunderstandings experienced with the
operations and management of the LPRL prompted requests that JLARC
conduct a performance audit and review of the system.

REGIONAL LIBRARIES IN THE STATE

Currently, Virginia has 25 regional library systems
operating in the State. These libraries serve over one-half (70) of
the localities in the State and almost 42 percent of the State's
population.

The formation of regional Tibraries has been encouraged
through statute for over 54 years. *ore recently, the State has
added financial incentives for localities to band together to provide
library services. Consequently, regicnal libraries of varying types
and sizes have been formed throughout the State. (Sixty-five
single-jurisdiction libraries also receive State aid.)



Legislative History of Regional Libraries in Virginia

In 1936, the General Assembly first granted counties in the
State the specific authority to combine to form regional systems.
Since then, the General Assembly has consistently supported the
regional concept as the preferred method for providing library
services in the State. Regional libraries are able to share books
and other materials, thus increasing the availability of materials
and reducing costs.

The General Assembly initially appropriated funds to the
VSLA to support local libraries and regional Tlibrary systems in
1942, The primary emphasis of this initial appropriation was to help
develop new libraries. However, provisions were included to provide
aid to existing libraries, particularly existing regional libraries.
While existing single-jurisdiction libraries were eligible to receive
up to $1,000 in matching State aid (one dollar of State aid for every
local dollar spent on books, bookmobiles, or additional personnel),
existing regional libraries were eligible for as much as $15,000 of
State aid. Furthermore, the State aid provided to the regional
systems was not depe~dent on obtaining matching local funds.
Regional State aid was determined on a oooks per capita basis.

A passage from the Act providing the appropriation
demonstrates the General Assembly's intent in providing more
lucrative funding guidelines for regional libraries:

As the joining of two or more counties to
establish and maintain a regional free library
system enables rural inhabitants to provide the
necessary and satisfactory facilities for library
service at Tess cost per capita, regional free
library systems are to be encouraged...

The State aid funding format underwent relative® minor
thanges until 1970 (Exhibit 1). Most changes related to ac Jstments
to the State aid ceiling or alterations to the methods used to
determine funding for the development of new libraries. For example,
State aid for developing new libraries changed from a books per
capita basis to a straight per capita basis in 1946.

In 1970, sections of the Code of Virginia related to

regional library development and State aid funding underwent a
significant revision. The new sections continued, however, to
emphasize the Commonwealth's policy "...to promote the establishment
and development of public library service throughout its various
political subdivisions " (Code of Virginia, §42.1-46). In addition,
a revised State aid funding formula was introduced, with the stated
purposes of encouraging "...the maintenance and development of proper
standards... and the combination of libraries or library systems into



Year

1936

1938

1942

1944

1946

1948

Exhibit 1

MAJOR CHANGES TO LEGISLATION FOR FORMATION AND
FUNDING OF REGIONAL LIBRARIES

Change to Legislation

General Assembly first gives counties the specific authority
to establish regional free library systems under agreed
contract terms.

Provision added allowing counties in which no 1library
service is established to appropriate funds to support any
free library they deem proper.

Funds first appropriated by General Assembly for library
development; funds not to exceed $5,000 for any new
independent library, $15,000 for a new regional library, and
$1,000 in matching funds for any existing library.

Funding sections re-written. New provisions provide
maximums of $5,000 for a new single jurisdiction library and
$10,000 for a new regional library. Maximum matching funds
available for existing libraries increased to $1,000 for
single jurisdiction libraries, $5,000 for regional libraries.

Grants for new libraries changed to be based on a 75¢ per
capita basis with same maximums ($5,000 for a new single
jurisdiction library, $10,000 for a new regional library).
Maximum matching grants for existing libraries not altered.

Increased grant maximums for new libraries to $6,250 for a
new single jurisdiction library, $12,500 for a new regional
Tibrary. Matching grant amounts changed for eligible
existing libraries from $1.00 of State aid for each local
dollar to $1.25, with the following maximums:

-- $6,250 for regional libraries

-- $1,250 for single county libraries

—-- $625 for cities over 5,000 people

-- $125 for cities with less than 5,000 people.




Year

1952

1958

1960

1970

1990

Source:

Exhibit 1
(Continued)

Change to Legislation

e Grants for new libraries changed to $1.00 per capita, with a

maximum of $35,000 for all types of libraries. Matching
grants to improve standards changed to following limitations:

-- Regional Tlibraries and county libraries serving more
than 35,000 people: 35¢ in matching State aid for
each local dollar spent, maximum of $15,000.

-- County libraries serving less than 35,000 people:
25¢ in matching State aid for each local dollar
spent, maximum of $1,500.

-- City libraries serving more than 35,000 people: 10¢
in matching State aid for each local dollar spent,
maximum of $5,000.

-- City libraries serving fewer than 35,000 people, but
more than 5,000: 10¢ in matching State aid for each
local dollar spent, maximum of $1,000.

Increased maximum grant for new libraries to $50,000.
Matching grant for county libraries serving less than 35,000
people increased to 35¢ per local dollar, up to a maximum of
$5,000.

Increased maximum matching grant for regional libraries
serving more than three political subdivisions from $15,000
to $20,000.

Section recodified and new State aid funding formula
introduced for all libraries meeting criteria established by
State Library Board. New formula bases State aid on (1)
local expenditures (with a maximum grant for each locality
of $150,000), (2> population, and (3) square miles served,
with incentives for participation in regional systems.

Local expenditure component of formula increased from 35¢'1n
State aid for each local dollar spent to 40¢. Maximum grant
for each locality increased from $150,000 to $250,000.

JLARC analysis of Code of Virginia.




larger .and more ecconomical units of service" (Code of Virginia,
§42.1-4¢€).

The revised State aid formula (which is explained in detail
in Chapter III) is based on three components: (1) amount of local
expenditures, (2) population, and (3) square miles in area served,
The formula provides additional funding for regional libraries,
depending on the number of political subdivisions participating in
the system. MWith the exception of minor alterations made by the 1990
General Assembly, the basic provisions of the formula have remained
essentially unchanged since 1970.

Advantages of Regional Libraries

Regional library systems have at least three advantage: over
libraries operated independently by individual Jlocalities,
particularly smaller, rural localities. First, through pooling
resources and collections, participating localities have access to
additional resources that they would otherwise be unable to afford.
Books and other materials can be more easily shared within a regional
system. For example, one copy of an expensive reference set can be
purchased and shared. In addition, specialized functions -- such as
materials selection and cataleging -- can be consolidated and
performed by a centralized staff, rather than retaining personnel in
each locality to perform these functions.

Second, regional systems may be able to obtain purchasing
discounts on library materials and office supplies that are often
unavailable to small, independent libraries. For example, multiple
copies of popular books may be purchased for all participating
localities at the same time. Because distributors often offer
incentives for large purchases, these books may be obtained less
expensively for each participating library than if the libraries were
operating independently. Similarly, office supplies can be purchased
in bulk gquantities, which are freguently less expensive than
purchasing supplies in smaller amounts.

Third, as mentioned earlier, the current State aid formula
provides certain financial incentives for localities to form regional
~systems. For example, the base formula provides 30 cents per capita
for the area served. However, regional systems receive the base of
30 cents per capita, plus an additional 10 cents per capita for each
additional participating locality. Therefore, a regional system with
five participating localities (like the LPRL) receives 70 cents for
each person in the region, more than twice what each locality would
receive operating independently.



Types of Regional Libraries

Section 42.1-37 of the Code of Virginia states that two or
more political subdivisions may join to establish a regional library
system. This provision provides a large degree of flexibility for
Tocalities in determining how to structure a regional system if they
decide to pursue that option. Consequently, each regional library in
the State is relatively unique.

A1l 25 regional Tlibraries in the State have two
characteristics in common: (1) they serve more than one locality
(ranging in size from two to five participating localities) and (2)
they have governing boards. Beyond these similarities, the regional
libraries vary substantially, depending on the specifications of the
contracts agreed to by the participating localities. Factors that
play a rcle in the configuration of a regional system and the methods
for sharing costs among the participating localities include:

prior relationships of the participating localities
histories of the independent libraries joining the system
facilities available for the system

area demographics

revenue availability.

The most typical configuration for regional libraries
utilizes a designated headquarters library, which serves as a
"clearinghouse" for processing the system's Tibrary materials. The
LPRL falls into this regional system category. Under this mcdel,
other central administrative functions (e.g., materials selection and
ordering, bookkeeping, specialized reference functions) for the
system are usually housed at the regional headquarters library. The
headquarters library also generally maintains a larger, more
extensive collection available for use throughout the system. In
addition to the headquarters library, branch libraries may be located
throughout the region, with at least one branch in each participating
Tocality.

Other regional library systems may involve contractual
relationships between as few as two Jocalities, in which the smaller
of the two localities contracts with the larger Tocality to provide
lTibrary services. Occasionally, the Tlarger locality will only
provide extension services (e.g., bookmobile service) to the smaller
locality. Citizens of the smaller locality have library privileges
in the facilities of the larger locality.

THE LONESOME PINE REGIONAL LIBRARY SYSTEM
The LPRL has existed in its current four-county, one-city

form since 1972. However, the system began as a one-county, one-city
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regional system over 30 years ago when the County of HWise and the
City of Norton entered into an agreement. Through the efforts of the
localities and the regional library director, the LPRL has developed
into one of the larger systems in the State and has been referred to
as an example for other localities seeking to form regional systems.

History of LPRL and Area Characteristics

The LPRL was Targely formed through a series of successful
“demonstration projects” sponscred through the VSLA. Demonstration
projects were federally-funded, State-supported efforts to provide
Tibrary services, particularly in rural areas without Tibraries. For
a limited period {usually between one and two years), the VSLA would
provide all necessary materials and funding necessary for operating
expenses. Local governments were only required to provide building
space and utilities during the demonstration pericd. At the end of
the demonstration period, localities had the option to continue the
services by providing local funding for the libraries. Localities
would sometimes exercise this option through joining an existing
regional system.

Wise County and the City of Norton entered into an 18-month
demonstration project in December 1957. After the successful
" completion of this demonstration project, the Wise County Public
Library was established through a joint resolution between the
localities on June 7, 1960.

Dickenson and Lee counties joined the system in 1964 and
1967, respectively, following successful demonstration projects. The
system was also renamed the Lonesome Pine Regional Library during
this period. Scott County became the final locality to join the
system in March 1972, The most recent contract among the
participating localities dates from Scott County's addition to the
system.

The participating localities generally have small
populations and Tow family income Tlevels, compared to other
Tocalities in the State. According to 1987 population estimates,
localities participating in the LPRL range in size from 4,500 (Norton
City) to 43,700 (Wise County), with an average population of 23,820.
Two of the participating localities rank 134 and 135 (out of 136
Tocalities in the State) in median family income.

As such, the participating localities typify the kind of
area encouraged to develop a regional library system. The overall
small poputations and the relative Tlack of income in the
participating localities would make providing adequate free library
service difficult on an individual locality basis.



Organizational Structure, Staffing, and Funding

The LPRL is composed of nine branch libraries located
throughout the region (Figure 1). Four branches are located in HWise
County, including the regional headquarters library. Dickenson and
Lee Counties each have two branches, while Scott County has one
branch.

An eleven-member board of trustees guides the operations of
the LPRL. Trustees are appointed to the LPRL board by the local
governing bodies of the participating localities. Generally, the
board 1s responsible for establishing library policy and hiring the
regional library director, who handles the LPRL's day-to-day
operations. The board is also responsible for approving a budget,
securing funding, becoming familiar with 1library standards, and
understanding and supporting library services.

As of May 1990, the LPRL system was staffed by 64 full- or
part-time employees. Forty-nine of these employees work in the nine
branch libraries. The remaining employees work in the regional
office. The system currently has four certified librarians on
staff. Three of the certified librarians have positions in the
regional office (the 1library director, the assistant library
director, and the technical services 1librarian). The fourth
certified librarian serves as a supervising librarian in one of the
branch libraries.

In FY 1989, the LPRL had $1,517,204 in total expenditures.
Of this amount, $1,057,595 (69.7 percent) came from local funds and
contributions, $453,427 (29.9 percent) came from State aid funds, and
$6,182 came from federal funds.

JLARC REVIEW

In recent years, several localities have considered
withdrawing from LPRL. In September 1989, resolutions were passed by
three LPRL participating localities (Dickenson, Lee, and Scott
Counties) requesting the VSLA to conduct an administrative audit and
management review of the LPRL system (see Appendix A for the text of
the Scott County resolution). The VSLA subsequently sought the
advice of the Attorney General's Office regarding the VSLA's role in
such a review.

Several State agencies were considered as alternative
organizations that could appropriately conduct the review, including
the Department of Personnel and Training, the Auditor of Public
Accounts, the Department of Planning and Budget, and JLARC. It was
determined that JLARC had the required staff expertise to conduct the

8



Figure 1
Location of Libraries in the Lonesome Pine Regional System
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Source: JLARC staff graphic based on1988-89 LPRL Annual Report.




review. A letter requesting JLARC's assistance was submitted by the
State Librarian to members of the Commission in November 1989. The
request was authorized by the Commission in January 1990.

Study Issues

The resolutions requesting the review suggest several
operational areas of the LPRL requiring examination. The resolutions
request that the review include, but not be limited to, examination
of:

LPRL personnel practices and procedures
financial record keeping and accountability
regional board and staff relations

library operations and procedures

services to library patrons and the public
regional system relationships

accountability and responsibilities to the local
governing bodies and to the State Librarian.

Each of these areas is addressed in this review of the
system. Staff from the VSLA were closely involved in assessing LPRL
operations and services. In addition, Auditor of Public Accounts
staff provided technical assistance in reviewing LPRL financial
records and assessing the LPRL's financial accountability.

Study Activities

A variety of study activities were undertaken in order to
collect and analyze information for the review. Data were collected
primarily during site visits to the LPRL branches and through a
series of mail surveys. Telephone interviews and document reviews
were also conducted as part of the data collection process.

Site Visits. JLARC staff conducted site visits to each of
the nine branch libraries in the LPRL system, including the regional
office operations housad in the Wise County Library. During these
site visits, structured interviews were conducted with LPRL board
memoers, the regional director, the assistant director, the technical
services librarian, the LPRL bookkeeper, and each branch supervisor.
(A11 LPRL staff were surveyed by mail, and other selected LPRL staff
were interviewed in person.) In addition, LPRL financial records and
personnel files were reviewed during the JLARC staff site visits.

VSLA staff assisting in the study utilized site visits to
assess the effectiveness of library services provided throughout the
system. Among the items examined during VSLA staff visits were:
physical structure of the branches, operating hours, collections,
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circulation, special services and programs, public awareness of
Tibrary services, and library planning.

APA staff conducted an on-site review of the LPRL auditor's
working papers. The review was conducted in order to verify the
accuracy and assess the completeness of recent audits performed for
the system.

Mail Surveys. In order to help assess current library
services and operations, four different majl surveys were developed
and sent to affected groups. Surveys were sent to (1) LPRL staff,
(2) LPRL board members, (3) local officials from localities
participating in the LPRL system, and (4) library patrons. Surveys
requested general information on library services and asked specific
questions targeted to each particular group surveyed. Surveys sent
to LPRL staff and LPRL board members had 100 percent response rates.
Response rates for surveys sent to local officials and library
patrons were 63 percent and 33 percent, respectively, exceeding
targeted response rates for those two groups.

Telephone Interviews., Telephone interviews were conducted
with selected former LPRL board members and VSLA staff. Information
gathered during these interviews was used primarily to provide
additional background information and to corroborate study findings.

Document Reviews. A wide array of documents regarding the
LPRL's history, programs, financial activi:ies, and operations was
coltected and reviewed during the study. These documents fincluded
annua! reports, newspaper articles, LPRL correspondence, financial
records and audits, personne’ policies and procedures, planning
documents, grant applications, VSLA statistics and reports, and other
background materials. Relevant sections of the Code of Virginia were
also reviewed and researched.

Report Organization

This chapter contains an overview of the LPRL and the JLARC
study approach. Chapter II discusses the organization and management
of the LPRL. Chapter III reviews budgeting and financial issues
associated with the system. Library services, as reviewed by JLARC
staff and the Virginia State Library and Archives, are reviewed in
Chapter IV.
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[, CRGANIZATION AND WASAGENENT OF Tht
LONESOME PINE REGIONAL LIBRARY

The regional library director manages the Longesome Pine
Regional Library (LPRL) system from the library’s regional
headquarters, located adjacent to the Wise County Public Library in
Wise, Virginia. Thirteen full-time and two part-time personnel work
in the regional headquarters, while 49 personnel work in the nine
branch libraries.

Generally, the library system appears capable of providing
quality library services throughout the region. Under the direction
of the regional library director, the LPRL has built an impressive
system that includes a number of attractive and functional! branch
libraries. However, several management-related problems, including
relationships with local officials, as well as between the regional
headquarters and the branch libraries, appear to interfere with the
optimal use of the system's components.

The following sections of this chapter discuss:

e the organization and the administration of the library and
regional and branch library respcasibilities

library management issues and recommendations

e human resource management issues and organizational
policies and procedures

board of trustee relations

future directions for the LPRL.

ORGANIZATION AND ADMINISTRATION OF THE LPRL

The LPRL is administered by the regional library director
with assistance from two professional librarians and other regional
staff (Figure 2). Almost all of the administrative functions for the
nine-branch system occur within the regional headquarters, including
branch management, fiscal management, automated data collection and
storage, materials acquisition and distribution, coordinating library
programs for children, and human resource management. In the past,
the regional headquarters has even determined work schedules for
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Figure 2

Current Lonesome Pine Regional Library Organization

Library
Board
Lilirary
Director
REGIONAL OPERATIONS
| |
Tse‘:r}:?:zzl Books-by-Mail
Librarian Supervisor As,_sistant
T Director
Regional Regional Books-by-Mail
Secretary Bookkeeper Staff
BRANCH OPERATIONS
Technical
Services
Supervisor St. Paul Jonnie B. Wise County C'S?:;mm
Bicentennial Deel Memorial Public Memonial
[ } Library Library Library Library
Regional ; :
Auton:natinn g‘f::‘;::l
Cm%f“:w Staff Rose Hill Lee County Haysi Coeburn Scott County
Public Public Public Community Publie
Library Library Library Library Library

Source: JLARC staff analysia of Lonesome Pine Regionsl Library organizational chart and interviews with LPRL staff, 1990.




branch employees. However, branch supervisors currently perform that
function. Computer terminals within the branches are linked with the
LPRL's computer, which is located in the regional headquarters and
which maintains data files on registered patrons and the library's
collection of books and other materials.

Activities within each of the nine branch libraries are
supervised by branch supervisors. The number of employees in each
branch varies depending upon the size of the branch, its hours of
operation, and local government funding levels. HWith 12 staff (9
full-time and 3 part-time), the Wise County Library is the largest
branch. Rose Hill -- the smallest branch -- has only one part-time
employee, the branch supervisor. Library services are generally
similar from one branch to the next. Each provides a variety of
adult and children's books, reference books and other written
materials, audio and video materials, and library programs for
children.

Regional Office Responsibilities

Overall management of the LPRL 1is centralized at the
regional headgquarters in Wise. At this location books and other
library materials are ordered, received, catalogued, and distributed
to the branch libraries. In addition, office and cleaning supplies,
postage, and other administrative materials are centrally stocked and
distributed from the regional headquarters to the branches.

Once a week a van from the regional headquarters delivers
books and other materials to the branch libraries. Staff in some
branches indicated that this schedule sometimes delays the timely
delivery of inter-library loan materials. However, according to the
director of library development at the Virginia State Library (VSLA),
a one to two week delay in the delivery of inter-library loan
materials is not extraordinary. More timely delivery could be
accomplished with more frequent trips or if other alternatives to van
deliveries were explored,

Duties and Responsibilities of the Regional Library Director.
The regional library director serves as the director of the LPRL's
operations. The director supervises LPRL staff and manages most
activities. The director prepares the budgets for the system and
each branch and serves as technical adviser to the library's board of
trustees. The regional library director also represents the LPRL at
professional meetings. The director writes grant applications to
help raise funds for the system and branches. Finally, the library.
director also advises on the floor plans for each branch and
personally selects titles for the library's extensive video
collection.
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Duties and Responsibilities of the Regional Staff. In
addition to the 1library director, staffing in the regional
headquarters of the LPRL is comprised of two professional librarians,
a bookkeeper, a technical services supervisor, a books-by-mail
supervisor, and assorted clerical personnel. Responsibility for
acquisitions <(other than videos) belongs to the other two
professional librarians and the technical services supervisor in the
regional headquarters. They select adult and juvenile books, audio
records and tapes, periodicals and reference books.

The professional librarians also perform various
administrative duties for the LPRL. One serves as assistant director
for overall library operations and personnel manager. As assistant
director this 1librarian supervises operations in the branch
libraries, selects titles for the fiction and non-fiction adult book
collections, and performs specific duties related to approving branch
requests for special book purchases. As personnel manager, the
assistant director has been delegated responsibility for interviewing
and hiring applicants for branch and regional positions. The
assistant director also evaluates ongoing employee work performance.

Another professional librarian oversees technical services.
These responsibilities include coordinating new book cataloguing,
approving and processing gift books, processing audio and video
materfals, and preparing grant applications. This librarian also
directs juvenile services throughout the system, including book
selection and coordination of the story time and summer reading
programs offered by each branch of the library.

Other staff in the regional headquarters perform a variety
of functions related to the office's role as administrative and
management center for the system. Ffiscal matters for each branch,
including budgeting and accounting, are centralized in the regional
headquarters. In addition, the regional headquarters coordinates the
purchasing and processing of books and other Tlibrary materials.
Processing includes preparing materials for immediate shelving at the
branches by cataloguing them, affixing library ownership stamps,
typing and affixing Jlabels, and entering call numbers and
bibliographic information into the LPRL's computer. With the
exception of paperback books, all other library materials are
"shelf-ready" when they leave the regional headquarters and are
distributed to the branches (Exhibit 2).

One section within the regional headquarters houses the
books-by-mail service of the LPRL. This service lends paperback
books through the mail to home-bound and other remote patrons for
whom travel to one of the branch libraries within the system is
difficult. The books-by-mail service has 2,644 registered patrons
and replaced the bookmobile as the outreach service offered by the
regional library.
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Exhibit 2
LIBRARY MATERIALS ACQUISITION AND DISTRIBUTION*

Step 1: Regional headquarters selects title based upon
review in a 1ibrary journal.

Step 2: Number of copies determined by branch funds
available, interest, special reqguests.

Step 3: Purchase order placed with distributor.

Step 4: Materials received at LPRL regional head-
guarters.

Step 5: Materials catalogued, including classification
and subject heading assignment.

Al

Step 6: Ownership stamp affixed, labels typed and
affixed, bibliographic information entered
into the computer.

(o)

Step 7: Materials packed for distribution to branch;
van delivery once a week.

Step 8: Materials received at branch, linked to branch
computer terminal, placed on shelf.

Step 9: Materials borrowed by patron.

*Includes books, videos, audio records and cassettes.

Source: JLARC staff analysis, 1990.

Branch Libraryv Responsibilities

The nine branch-libraries in the LPRL system operate under
the supervision of the regional headgquarters. Although the actual
size and hours of operation vary between branches, the services
offared in one branch are generally found in other branches within
the system. The number of staff varies according to the size of the
branch, its hours of operation, and fiscal support from the county
where the branch is located (Table 1). Most branches employ both
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Branch Name
{and Location)

Wise County
Public Library
(Hise)

C. Bascom Slemp
Memorial Library
(Big Stone Gap)

Coeburn Community
Library
(Coeburn)

St. Paul
Bicentennial Library
(St. Pauld

Jonnie B. Deel
Memorial Library
(Clintwood)

Haysi Public
Library
(Haysi)

Lee County
Public Library
(Pennington Gap)

Rose Hill
Public Library
(Rose Hil1D)

Scott County
Public Library
(Gate City)

LONESOME PINE REGIONAL LIBRARY SYSTEM

Table 1

BRANCH LIBRARY HOURS AND STAFFING

Hours of

Weekly Hours
of Operation

Operation

B:30-5:00 M,W,F,Sa
B:30-8:30 Tu,Th
2:00-5:00 Su

B:30-5:00 M,W,F,Sa
12:00-8:30 Tu,Th
2:00-5:00 Su

B:30-5:00 M,Tu,KW,F,Sa
11:30-8:00 Th
2:00-5:00 Su

B:30-5:00 M,Tu,KW,F,Sa
11:30-8:00 Th
Closed Su

:30-5:00 M,W,F,Sa
:00-8:30 Tu,Th
:00-5:00 Su

pu—
N P OO

8:30-5:00 M,Tu,f
B:30-2:30 W
9:30-6:00 Th
B:30-12:30 Sa
Closed Su

B:30-5:00 M,W,F.Sa
12:00-8:30 Tu,Th
2:00-5:00 Su

B:30-5:00 F,Sa
Closed Su,M,Tu,W,Th

00 M,K,F,Sa
30 Tu,Th
00 Su

:30-5:
:00-8:
:00-5:

]

ra o o

*Includes Literary Project Coordinator.

Source:

Lonesome Pine Regional Library, 1990.

61

54

54

a1

54

44

54

17

54

£ L W D

w o

pa—

Mo,

—

W W

Number of
Staff

Full-Time*
Part-Time

Full-Time
Part-Time

Full-Time
Part-Time

Full-Time
Part-Time

Full-Time
Part-Time

Full-Time
Part-Time
Full-Time

Part-Time

Part-Time

Full-Time
Part-Time
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full-time and part-time personnel. Some branches also employ
custodial personnel.

Most daily operations in each branch, including establishing
employee work schedules and daily assignments, are coordinated by
branch supervisors. One branch, the Scott County Public
Library, employs a certified librarian as branch librarian instead of
a branch supervisor. As opposed to the professional librarians, who
must possess at least a master's degree in library science from an
accredited library school, branch supervisors in the LPRL system may
have a high school diploma or some level of college education.

Branch supervisors are generally responsible for overseeing
the work performed by other branch employees, depositing income from
fines, book sales, and donations from friends of the library, filing
monthly circulation and income reports with the regional
headguarters, assisting patrons with reference questions, and
checking books and other materials in and out of the branch. In
several branches, the supervisor also leads the story time and summer
reading programs offered for children.

Most other daily operations in the branch libraries are
performed by the branch supervisor and other branch staff. These
functions include processing books and videos being checked out or
returned by patrons, assisting patrons with reference and information
requests, linking books and other library materials received from the
regional headquarters with the branch's computer terminals, and
providing a clean and helpful environment for the library's patrons.

LIBRARY MANAGEMENT

The system of branch libraries that constitute the LPRL
system generally appears capable of providing quality library
services to its member localities. MWhile branch facilities vary in
size and amenities, most are at least adequate. However,
relationships between local governments, library trustees, and
library management need to be improved to ensure optimal use of the
system's components. In addition, internal conflicts within the
regional headquarters, as well as between the library director and
some branches, appear to interfere with effective management of the
system.

Problems between library management and local officials are
longstanding and complex. However, the LPRL's management does not
appear to have taken sufficient actions to positively affect these
relationships. At the regional headquarters, management could be
improved by revising the chain of command as well as by attempting to
reduce the perception that some of the board of trustees and the
branch staff are hostile to regional staff. Management in the branch
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libraries could be improved through more freguent visits by the
library director. According to staff from the VSLA library
development division working on this assessment, the system also
needs additional professiona) librarian positions in such areas as
(1) children's/young adult services, (2) branch coordinator, and (3)
a reference services librarian. In addition, efforts to reduce real
and perceived inequities between branches would promote system
harmony. These issues are addressed in the following sections.

Relationships Between LPRL Management and Localities

Disagreements between library management and Jlocal
governments have evolved over many years and are evident today.
According to the library director, the problems experienced at the
local level are due to minimal funding levels and the "jealous"
feelings the other Jlocalities have regarding MWise County and
particularly the headquarters library in Wise.

Interviews and survey responses from local officials in some
jurisdictions indicated a belief that library management did not
treat each locality equally. In addition, some local officials were
unclear regarding the system's use of funds (Table 2). For example,
16 of 22 officials responding to the survey did not know if State
funds for the library were utilized appropriately. Also, 10 local
officials indicated they did not receive adequate information
regarding the LPRL budget and other financial concerns, while 11
officials believed the information they received was adequate.

There is a wide range of opinion regarding library
relationships with the localities. Almost one-third of the local
officials who responded to the survey (7 of 22) indicated that they
did not believe the LPRL director was accessible to them for meetings
or discussions., Most felt the director was accessible. However, one
local official indicated the relationship between jurisdictions other
than Wise County and the City of Norton was characterized by poor
communication and the LPRL director's "arrggant attitude.” This
official stated the director had told him that she needed only HWise
and Norton to have a regional library. While this kind of statement
accurately reflects State requirements for forming a regional
library, it does not promote unity within the LPRL system nor the
spirit of regional cooperation.

The library director also has very strong support from some
Tocalities, particularly Wise and the City of Norton. During the
course of the review, a number of officials and individuals expressed
their admiration for the director and her many accomplishments. One
official wrote that he was "well pleased with the library and feel
the administration is doing an excellent job." In addition, local
officials also tend to support the regional library concept.
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Table 2
RESPONSES FROM SURVEY OF LOCAL OFFICIALS

Question Response

Are State and local funds received by Yes 5
the regional system on behalf of local No ]
governments utilized appropriately? Don't Know 16
Do you believe that you receive adequate Yes 11
information regarding the LPRL budget No 1

and other financial concerns? No Response 1
Do you believe the regional librarian Yes 14
is accessible to you for meetings or No 7
discussions? No Response 1

Source: JLARC staff survey of local officials, 1990.

Problems at the Regional Headguarters

Management-related problems in the regional headquarters
anpear to be of two basic types: structural and inter-personal. The
major structural problem is related to the c¢hain of command within
the regional headquarters. Problems in the latter type tend to be
related to the management style of the library director.

Chain of Command in the Regional Headgquarters Should be
Revised. HWhile supervisory relationships and chain of command are
direct and clear in the branch Jlibraries, in the regional
headquarters they appear to be less efficient. The major problem
appears to be that the assistant director 1s charged with supervising
regional staff unrelated to her normal areas of responsibility. A
more efficient chain of command at the regiconal headguarters would
include having supervisors in the regional headguarters report to the
technical services librarian.

By restructuring the c¢hain of command at the regional
headquarters (Figure 3), additional managerial responsibility could
be assigned to the technical services librarian. At the same time,
the assistant director's supervisory responsibilities within the
regional headquarters would be rescinded.

Within the regicnal headquarters, technical services staff
and the automation project coordinator are currently supervised by
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Figure 3

Current Lonesome Pine Regional Library Organization

Library
Board
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REGIONAL OPERATIONS rector
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Librarian Supervisor As_s.\' stant
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Regional Regional Books-by-Mail
Secretary Bookkeeper Siafl
l BRANCH OPERATIONS
Technical
Services l T I = BE
Supervisor St Paul Jonnie B. Wige County lSIun.;m
T Bicentennial Deel Memorial Public Memorial
Library Library Library Library
AReg:nnall Technical
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Cacrdimatar Staf? Rose Hill Lee County Haysi Coeburn Seot: County
Public Public Public Community P_u.bhr:
Library Library Library Library Library

Proposed Lonesome Pine Regional Library Organization

Library
Board
T— Library
L Direcior
REGIONAL OPERATIONS Regional Regional
Secratary Bookkeeper
Regional Branch
Services Director
Director®
I
Reglona) Technical
Amasion Setvices BRANCR OPERATIONS
Coordinalar Supervisor I I _L
[ St. Paul Jonnie B. Wise County C'g;l:;:m
Technical . Bicentennial Deel Memori Public Memorial
Services BWk;‘ﬁ’fM”l Library Library Library Library
Stadl
Rose Hill Lee County Haysi - Coeburn Scott County
Public Public Public Community Public
* Formerly “Technical Services Librarian™ Library Library Library Library Library

** Formerly “Assistant Director”

Source: JLARC staff analysis of Lonesome Pine Regional Library organization, 1990.
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the technical services supervisor. This relationship appears
appropriate, as the technical services supervisor position fis
basically at the same level in the chain of command as a branch
supervisor. Also, according to the job description for the position,
the technical services supervisor is responsible for managing
technical services.

According to the library director, the technical services
supervisor is cu -ently supervised by the assistant director and the
library directc:. However, this supervisory relationship appears
inappropriate for several reasons. First, requiring the technical
services supervisor to report to more than one superior leaves open
the possibility of the supervisor receiving contradictory orders.
Also, the technical services staff focus primarily on functions such
as processing materials for distribution to the branches. These
functions are not directly related to the branch-level management
responsibilities of the assistant director.

A similar position, the books-by-mail supervisor, is
supervised directly by the library director. This reporting
relationship also appears inappropriate, as the books-by-mail
supervisor is the only such intermediate position that reports
directly to the director.

Currently, the technical services librarian is the only
professional positicn at the regional headquarters with no assigned
supervisory responsibilities. The LPRL's own organizational chart
places the technical services librarian at the same level of command
as the director and the assistant director. However, the director
has stated that the technical services librarian has no supervisory
responsibility. Also, although she has participated in the
evaluation process of some branch staff, the technical services
librarian has indicated she only instructed employees on completing
their self-evaluation and participated in the evaluation conference
with the assistant director and the employee.

The job description for the technical services librarian
position requires professional library duties in technical services.
Also, during an interview with the technical services librarian, she
indicated that one of her responsibilities was to coordinate the
processing of new library materials. On this basis, it appears that
more effective use of the technical services librarian's professional
expertise could be realized if the position were given mid-level
managerial responsibility over the technical services supervisor and
the staff she supervises. Such a move would also help to delineate
regional from branch-level operations. Additional use of the
technical services librarian's professional expertise could be
realized if managerial responsibility for the regional books-by-mail
service were also assigned to the technical services librarian. It
should be noted that the library director disagreed with this
organizational assessment.
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Recommendation (1), The LPRL director should reassign
managerial responsibilities within the regional headgquarters to more
accurately reflect the roles of the two professional librarians on
the regional staff, Specifically, the technical services librarian
should be given managerial responsibility for technical services and
the books-by-mail service. The assistant director should retain
managerial responsibility for the branch libraries.

Morale Problems Exist Within the Regional Headgquarters.
Responses to a survey of LPRL staff indicated that personnel within
the regional headquarters were universally satisfied with their jobs,
and 80 percent felt they were adequately paid (Table 3). However, 36
percent of the regional office staff characterized morale within
their immediate working environment as being onlty fair to poor. Only
one of the 11 staff said that morale was excellent.

Several regional staff indicated that the library director
has fostered the belief among regional employees that they are under
a constant threat by the board of trustees to reduce regional staff
positions. During an interview, one regional! employee reported that
regional staff were told by the director that "the Dickenson, Lee,
and Scott trustees are trying to do away with regional positions.”
Another regional employee reported that regional staff were told by

Table 3
REGIONAL STAFF RESPCONSES FROM SURVEY OF LPRL STAFF

Question Response
How would you rate your satisfaction Satisfied 1
with your job? Dissatisfied O
In general, do you feel you are adequately Yes 9
paid for your work? No 1
Don't Know 1
How would you describe morale among staff Excellent 1
within your immediate working environment? Good 5
Fair 1
Poor 3
Don't Know 1

Source: JLARC staff survey of LPRL staff, 1990.
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the director that "the Wise County trustees are our only friends."
Finally, at least three regional employees reported that the director
has on different occasions told them that the board of trustees does
not believe the regiona1 staff are productive and does not believe
the staff deserve a raise in salary.

According to some regional staff, the director has also
fostered the belief that staff in the branch libraries do not think
the regional staff are productive. During interviews, some regional
employees reported the director told regional staff on different
occasions that the branch staff “don't like us" and that the regional
staff "must stick together." Finally, some regional staff reported
that the director has made critical remarks to them about certain
branch supervisors. Such comments, outside of a formal personnel
evaluation framework, detract from morale and system cohesion. The
library director has acknowledged that there is some friction between
regional and branch staff but says the: she did not make statements
attribut¢d to her and has not been perscnally involved in the
friction. Branch/regional conflicts are bi-directional. Branch
staff were also very critical of regional staff, which also has a
negative effect on system unity and morale.

Problems Setween LPRU Management and Branch Libraries

Survey and interview responses from staff in the branch
tibraries indicate that the LPRL director rarely visits branch
libraries. Interviews with branch supervisors indicated that the
director had not been to the Scott County branch in the five months
since the new branch tibrarian had been hired. Interviews indicate
the director has only been to the branch in Big Stone Gap once in the
last two years. Her last visit to the Lee County branch was in
1987. According to the branch supervisor, the director had never
been to the Rose Hill branch (at least not in the eight years the
branch supervisor had been there). The director acknowledged she
does not visit the branches regularly, but indicated she is kept
abreast of conditions in the branches by the assistant director, who
does visit most branches on a monthly basis.

One supervisor stated the director only visited hur branch
to "come down on us." Another branch staff member wrote to JLARC
that she had been "embarrassed, humiliated, and disgraced" in front
of co-workers, While some staff are critical of the library
director's management, many others strongly supported it. One wrote
the director "has done a great job." Another called the director "an
outstanding administrator." Still another wrote that she had
“nothing but praise for our system and regional Tibrarian."

Approximately 44 percent of staff in the branch libraries
indicated in their survey returns that working relationships between
branch and regional staffs were fair or poor (Table 4)., In
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Table 4

COMPARISON OF REGIONAL AND BRANCH STAFF SURVEY RESPONSES

Branch Staff Regional Staff

Question Response Response
How would ycu characterize Excellent 5 Excellent 2
working relationships between  Good 16 Good 4
hranch staff and the regicnal Fair 6 Fair 3
staff (including the regional  Poor 11 Poor 0
librarian)? No Response 1 No Response 2

Source: JLARC staff survey of LPRL staff, 1990.

comparison, 27 percent of the regional staff indicated working
relationships between the regional staff and branches were fair.
Interviews with branch supervisors indicated that the problems were
primarily related to Timited communication between the region and the
branch libraries. MWhile 78 percent of library staff felt that they
were kept informed of new developments and changes at their branch
libraries, only 48 percent felt they were adequately informed of new
developments and changes at the regional level.

Problems between the staffs in the regional headquarters and
the branches could be dealt with more effectively if the director had
a more visible role in the branches. By taking a more active role
within the region, the director could help to reinforce the idea that
the success of the regional library depends upon effective
communication between the system's components. A more active role
for the library director could also provide first~-hand knowledge of
problems and issues in the branches.

Online Conversicn Proiect

The online conversion of the LPRL's collections has been
under way since 1980 and involves converting the LPRL's manual
catalog system to an automated, interactive, and integrated system.
Through this system LPRL staff and patrons will have computer access
from any branch in the system to the collections in any other LPRL
branch. Completion of this project will greatly increase the
accessibility of library materials to patrons in the LPRL system,
particularly in the smaller branches.
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Technical problems with the conversion project occurred
almost from its beginning. However, managerial decisions regarding
the utilization of regional staff resources also appear to have
contributed to delaying its completion.

Funding and Progress of the Conversion Project. To help pay
for the conversion, the LPRL received federal grants through the
Library Services and Construction Act (LSCA) administered by the
VSLA. These grants were made available from the project's inception
through the end of FY 1988. 1In the early stages of the project the
LPRL's progress was slowed by considerable computer downtime and
other technical problems. Federal funds continued to flow into the
project, however, even beyond the VSLA's initial cut off date of July
31, 1984, for completion of the LPRL'S conversion.

According to the former director of the VSLA's library
development division, as the funding cycle for FY 1988 got under way
the State LSCA advisory council decided that it would only provide
one more year of funding for the LPRL's conversion project. At this
time, the former library development division director advised the
LPRL director of the committee's decision. In addition, she
recommended that the LPRL undertake efforts to ensure that, at &
minimum, the collection at the Wise library was online by the end of
the funding cycle.

The former VSLA library development division director
recommended to the LPRL director that regional headquarters staff be
used to assist the conversion project. According to the former
library development division director, she believed this was a
reasonable use of regional staff, since the purpose of the conversion
was to establish a union catalog, which is a comprehensive listing of
the holdings within the LPRL system, and that the Wise collection --
the largest in the system -- was likely to contain a copy of most
books found in any of the branches. Once the original data entry had
been completed for books in the Wise library, it was thought that the
branch libraries would only have to 1ink their individual collections
with the records in the online system.

Use of Regional Staff in the Conversion Project. According
to the LPRL director, she followed the recommendation of the former
State library development division director and instructed regional
staff to assist in the project. In addition, the director stated
that she had wanted all along to use regional staff for the project.
The State library recommendation provided the opportunity to proceed.

The LPRL director stated that, in addition to regional
staff, two or three employees of the Wise County library were kept
working on the project at 211 times. Also working on the HWise
conversion were two employees hired with the federal LSCA funds and a
number of college students hired during the summer with a special
grant provided by a patron of the Wise library.
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The director estimated that regional staff worked on the
project "at least six months” but could not provide a more accurate
time estimate. Several regional staff differed with the director's
estimate, however, claiming that regional staff worked on the project
for close to one year.

The LPRL director also stated that the board of trustees
knew that regional staff were used to automate the Wise collection.
She also stated that the board of trustees at that time decided not
to use regional staff to automate other branches because i1t would
have been impractical from the standpoint of time and staff resources.

However, separate interviews with five regional staff
provided perspectives that differed from those of Jlibrary
management. Three regional staff indicated that they were instructed
by library management not to share with the board or staff in other
branches information that regional staff were used for the KWise
conversion. As such, according to these employees, regional staff
did not work on the project on those days when board members or staff
from other branches were present at the regional headquarters.
Library management denies providing staff with such instructions.

The former chairman of the board of trustees indicated that
he had no personal knowledge of regional staff being used to convert
the Wise collection to the automated system. He could recall,
however, considerable discussion regarding the lack of sufficient
personnel to finish the project. Also, he said he knew that regional
staff were used to train branch staff in the use of their computers.

Finally, a written statement obtained from one current board
member indicated that the director has said that the Wise conversion
was performed in part by students hired through money provided by a
private individual. In addition, this board member developed
calculations on her own convincing her that it would have been
impossible for the Wise library to have automated its collection
without assistance from the regional staff.

Effect of the Regional Staff Assistance in the Conversion
Project. Regional staff involvement in converting the Wise branch's
collectiun to the automated system saved branch employees
considerable work. The work done by regional staff included pulling
books from the shelves, pulling shelflists, affixing barcodes to the
books and the shelflist cards, writing new call numbers on the title
page and back pocket of the book, typing and affixing new labels for
the books, entering the data on the computer, and reshelving the
books. After the regional staff did its work, the Wise staff could
link the books through their terminals.

The LPRL director and assistant director have stated that
the regional staff were needed for the conversion project at the Wise
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lTibrary to accomplish the objective of establishing the union catalog
of the LPRL's collection. Once this was accomplished, according to
the director, all the branches had to do was to use the same data to
Tink their collections with the union catalog.

Library management also emphasized that regional assistance
was given to other branches in addition to Wise. Regional staff have
assisted in the automation of all branches by converting many
"problem" books, as well as all audio and video materials and
large-print books. Indeed, the assistant director estimated that
more time was spent assisting other branches than assisting HWise.
Overall, however, conversion in the other branches has gone more
sTowly than in Wise. The lack of progress with the project in some
branches, according to library management, was caused by staff in the
branches having a "bad attitude" and not wanting to "buckle down" and
complete the project.

Management of the Conversion Project. Using regional staff
in the conversion project appears to have been appropriate, since the
purpose of the project was to improve the capabilities and service of
the regional Tibrary system. However, delaying the use of regional
staff in the project until it was recommended by the VSLA, as well as
inconsistent regional staff assistance to the branches, were
guestionable management decisions for several reasons.

First, as indicated earlier, the LPRL director stated she
had thought about using regional staff in the project but was waiting
for someone to tell her to do so. However, the former VSLA Tibrary
development division director did not have the authority to tell the
LPRL director how to allocate regional staff. Actually, the director
probably needed no such direction, with the possible exception of
input from the LPRL board. In addition, if the director needed
permission from the LPRL board of trustees, she could have presented
them with a proposal and action plan for that purpose, but apparently
did not do so.

Second, because there are smaller numbers of books in each
of the branch Tibraries, staff in the branches did not have the same
volume of work as in the Wise branch. However, contrary to the
perceptions of Tibrary management, converting the branch collections
required more than just linking the books through the branch
terminals. In fact, staff in the branches also had to physically get
books off the shelves, affix barcodes to the books and the shelflist
cards, write new call numbers in the books, type and affix new
labels, Tink the books through computer terminals, and reshelve the
books. Therefore, the number of steps per book and the level of
effort in the branches were roughly equivalent to converting the Wise
collection.

Third, during the conversion of the Wise branch, the branch
supervisor received a letter from the director indicating that the
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board had commended her for the branch's progress on the project.
Meanwhile, several supervisors in other branches received letters
from the LPRL's director expressing the board's dissatisfaction with
the progress their branches were making. Branch staff have noted
that Wise was frequently used as a good example of how
computerization should be done. These branch staff were not aware,
however, of the significant assistance the Wise branch received from
the regional staff. 1In addition, at least two branches were placed
on probationary status because of the lack of progress they were
making on the project.

The online conversion project has been in progress for close
to a decade. Some bitterness regarding the project exists at both
the regional and branch levels. These feelings appear to stem from a
variety of the factors noted in this report.

To avoid further complications and delays with the
conversion project, the director should allocate regional staff
resources to assist with the conversion in the branch libraries.
This would help to finish a project that has already continued for
too long a time. In addition, this could help to improve the
relationship between staff in the regional headquarters and the
branch libraries.

Recommendation (2). The LPRL director should establish a
timetable for project completion and allocate regional staff
resources to assist the branch libraries in finishing the online
conversion. The LPRL board of trustees should monitor the timetable
and completicn of the project.

HUMAN RESOURCE MANAGEMENT

Responsibilizy for human resource management has been
delegated to the assistant director, one of the three professional
librarians at the regional headquarters. In the capacity of
perscnnel manager, the assistant director is responsible for hiring
staff, coordinating their orientation to the LPRL system, and
evaluating their ongoing job performance in accordance with the
personnel policies and procedures of the regional Tibrary. Analysis
of these functions indicated that there were problems with the
frequency of evaluations of staff performance, assigned
responsibility for conducting staff performance evaluations,
procedures for promoting staff, and staff training.

Procedures for Conducting Performance Evaluations Should Be Improved

Staff performance evaluations within the LPRL system have
rarely been conducted despite organizational policies which require

30



them to be conducted at least annually. As stated in the LPRL's
personnel policies, "evaluations will meet the following schedules:

(1) Probationers - every three months.
(2) Permanent staff - annually."

In one recent instance, the lack of regular performance
evaluations contributed to a situation that resulted in considerable
expense and negative publicity for the LPRL. Also, responsibility
for conducting performance evaluations appearc to be misassigned.

Performance Evaluations Should Be Conducted More Freguently.
A review of personnel records indicated that performance evaluations
of LPRL staff have been conducted only three times since the
Tibrary's creation: 1978, 1983, and 1989. Employee personnel
records demonstrated that seven staff have not been evaluated since
1978 and nine staff have not been evaluated since 1983. In addition,
approximately 30 LPRL staff, including some in professional positions
at the regional headquarters, have never had their work performance
formally evaluated.

According to staff survey responses, it also appears that
the results of some evaluations were never shared with the evaluated
employees. For example, three regional staff reported they "were
never given the results" of performance evaluations that were
conducted in 1983. Finally, according to the assistant director,
performance evaluations were started in 1389 but were never completed
because some members of the board of trustees did not think she
should be doing evaluations of branch staff.

By not evaluating staff performance on a regular basis, the
LPRL has minimal criteria available for obiectively measuring the
strengths and weaknesses of its staff. 1In addition, infrequent
evaluations of staff deprive library management of the means to
document patterns in erployee performance that are not acceptable to
the organization, as the following case example shows:

On March 14, 1989 the branch supervisor at the
Scott County Public Library was placed on three
months’ probation by the assistant director of the
LPRL. This action follocwed the retention of a
management consultant by the library as well as a
series of meetings regarding conditions at the
library between the supervisor, other employees at
the Scott County library, and the LPRL’'s director,
assistant director, and technical services
librarian. In an April 13, 1989, letter from the
director to the branch supervisor, several reasons
related to the supervisor’s work performance were
stated justifying the probation.
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On March 20, 1989, six days after the probation
began, the assistant director and technical
services 1librarian conducted a performance
evaluation of the Scott County branch supervisor.
A second evaluation was conducted twe months
later, on May 26, I989. Pricr to these two
performance evaluations, the most recent
evaluation of the branch supervisor was Iin 1983,
over a year before she had been promoted to
supervisor. At that time, all performance
indicators had been rated above average.

In additional meetings with the director,
assistant director, and technical services
librarian, some branch staff accused the
supervisor of forcing them to work overtime
without compensation. When these accusations came
to light, the supervisor’s probation was converted
te suspension and then te¢ termination.
Subsequently, the supervisor retained a lawyer and
filed & grievance against the LPRL. Several
months later the LPRL board of trustees voted to
reinstate the supervisor with back pay.

This case example demonstrates some of the consequences of
failing to consistently and regularly evaluate staff performance.
Although the assistant director documented problems related to
overall work performance at the Scott County branch as early as
February 1988, she did not complete any performance evaluations until
more than one year later. What might have been constructive
performance feedback or a fairly straightforward internal
disciplinary action escalated into a situation that resulted in
divisions between the staff and among litrary patrons, cost the
Tibrary approximately $18,000 in legal expenses, and saw the internal
workings of the LPRL played out in the local newspapers.

To this point, the internal split among library staff still
has not been resolved. In addition, both the LPRL's director and
assistant director continued to maintain that the branch supervisor
did not have the skills which make for a good library employee.
Subsequently, they have--with the board's approval--hired a certified
librarian to manage the branch.

Regularly scheduled performance evaluations would provide
Tibrary employees with feedback regarding their job performance and
highlight areas where improvement is needed. Regularly scheduled
performance evaluations would also allow the organization to identify
trouble spots in employee performance and to design ways to help
employees improve in problem areas or to Justify disciplinary actions
such as probation or dismissal.
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Recommendation (3). Evaluations of staff job performance
should be conducted at regular intervals as specified in the LPRL’s
personnel policies. Until the current situation is corrected, the
director should report annually to the LPRL board of trustees on the
number of performance evaluations conducted and management’s overall
strategy for personnel management and evaluation.

Responsibility for Conducting Performance Evaluations Has
Been Misassigned. In many organizations, responsibility for
completing staff performance evaluations is assigned to an employee's
immediate supervisor. This allows the person most likely to have
observed the day-to-day performance of the staff member to record his
or her observations and provide feedback to the employee.

However, within the LPRL responsibility for completing staff
performance evaluations has been almost totally delegated to the
assistant director. Only the director and technical services
librarian are not evaluated by the assistant director. This
assignment is inappropriate because the assistant director is too
high in the chain of command and too remote from the daily activities
of branch staff to effectively and fairly evaluate individual staff
performance in the branches. Also, although she is the only member
of the regional management team to visit each of the branch libraries
on a regular basis, the assistant director is not sufficiently
knowledgeable to evaluate individual staff performance below the
branch managers.

Information gathered by the assistant director during her
visits to branch libraries is useful for assessing the branch
supervisor's performance, but not the performance of other library
staff. During her branch visits, the assistant director uses a
checklist that allows her to evaluate overall branch management. The
checklist includes items such as the physical appearance and
¢leanliness of the branch. Information regarding filing reports and
records, scheduling staff time, maintaining branch income and
donations, and general branch procedures are also evaluated.

Branch supervisors are generally responsible for seeing that
the work flow in the branch is sufficient to ensure that all
necessary tasks are accomplished. Branch supervisors are held
accountable by the regional headquarters for the general condition
and appearance of the branch, any slippage of the branch in areas
such as computerized linking of the book and other collections,
communicating library polictes and procedures to staff and patrons,
and the quality of the work performed by branch personnel.
Therefore, the supervisors in each branch are most suited to provide
an ongoing assessment of the job performance strengths and weaknesses
of other branch employees.

At the regional headquarters, responsibility for evaluating
work performance of the technical services staff and other
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non-professional staff has also been misassigned to the assistant
director. Although she is based at the regional headquarters, the
assistant director's responsibilities are focused primarily on the
branch operations. Meanwhile, the responsibilities of the technical
services librarian are focused on the technical services functions of
the regional headquarters. If the chain of command at the regional
headquarters i: revised as recommended earlier in this chapter, there
should be no reason for the assistant director to evaluate regional
staff performance.

Under the recommended chain of command, the technical
services supervisor would be the appropriate position to evaluate
work performance for staff under her supervision. In addition, the
books-by-mail supervisor would be the appropriate position to
evaluate regional staff working in that area. Finally, the technical
services librarian should be responsible for supervising and
evaluating the performance of the technical services and the
books-by-mail supervisors (Exhibit 3>.

Recommendation (4). Responsibility for supervising and
evaluating staff performance throughout the LPRL should be revised
and clarified. The library director should delegste responsibility
for conducting performance evaluations of branch personnel to the
branch supervisors. The assistant director should retain
responsibility for evaluating the work perfermance of the branch
supervisors.

At the regional headguarters, performance evaluations of
¢lerical persconnel in the technical services area should be delegated
to the technical services supervisor, Staff performance in the
books-by-mail service should be evaluated by the boocks-by-mail
superviseor, In addition, the technical services librarian should
evaluate the work performance of the technical services supervisor
and the books-by~mail supervisor.

The library director should evaluate the work performance of
her secretary, as well as the assistant director, the technical
services librarian, and the bookkeeper.

Supervisors responsible for evaluations should receive

training to help ensure consistency and similar Jevels of
expectations through the evaluation process.

Procedures Regarding Staff Promotions and Transfers Should be Revised

Because of the size and geographic spread of the LP:L,
opportunities for staff promotion and advancement appear to be
limited. In the branch libraries, opportunities for advancement for
part-time staff are usually limited to full-time positions that have
been vacated, while promotional opportunities for full-time personnel
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Exhibit 3

CURRENT AND PROPOSED PERFORMANCE EVALUATION ASSIGNMENTS

Current Assignments

Board of Trustees:
Library Director

Library Director:
Assistant Director
Technical Services Librarian

Assistant Director:
Books-By-Mail Supervisor
Books-By-Mail Staff
Technical Services Supervisor
Technical Services Staff
Regional Secretary
Regional Bookkeeper
Rose Hill Supervisor
‘Lee County Library Supervisor
Lee County Library Staff
St. Paul Library Supervisor
St. Paul Library Staff
Deel Library Supervisor
Deel Library Staff
Haysi Library Supervisor
Haysi Library Staff
Wise Library Supervisor
Wise Library Staff
Coeburn Library Supervisor
Coeburn Library Staff
Slemp Library Supervisor
Slemp Library Staff
Scott Library Librarian
Scott Library Staff

Source: JLARC staff analysis, 1990.

Proposed Assignments

Board of Trusices:
Library Director

Library Director:
Assistant Director
Technical Services Librarian
Regional Secretary
Regional Bookkeeper

Technical Services Librarian:
Books-By-Mail Supervisor
Technical Services Supervisor

Books-By Mail Supervisor:
Books-By-Mai! Staff_

Technical Services Supervisor:
Technical Services Staff

Assistant Director:
Rose Hill Supervisor
Lee County Library Supervisor
St. Paul Library Supervisor
Deel Library Supervisor
Haysi Library Supervisor
Wise Library Supervisor
Coeburn Library Supervisor
Slemp Library Supervisor
Scott Library Librarian

Branch Supervisors:
Branch Staff




are generally limited to occasional openings for branch supervisors,
In addition, employees in the regional headquarters may at times find
positions that have been vacated in the branches to be attractive due
to the possibility of higher wages and fringe benefits.

The LPRL's personnel policies provide only vague direction
regarding the procedures that are to be followed when filling
non-librarian staff positions. The policy states that non-librarian
positions are filled through internal promotion or through
advertisements in Tocal newspapers. The policy does not state, for
example, whether the notice of the open positions will be posted or
if interviews must be conducted.

Through the years, a pattern appears to have developed
whereby staff openings are not posted within the LPRL system.
Subseguently, staff report that certain employees are "hand chosen"
by management to fill open positions. This process has had the
effect of denying other Tibrary employees the opportunity to apply or
be interviewed for open positions. The following case example
i1Tustrates how this process has worked:

Three branch supervisors indicated that they
received their positions as a result of being
directly notified by administrative staff, either
the library director or the assistant director,
that the position was avallable, Each of these
personnel stated that they never saw an internal
posting for the position.

One supervisor who had been a secretary in the
regional headquarters stated she had been
appreoached directly by the director and offered
the position without being Interviewed. Two other
supervisors indicated they had received telephone
calls from the assistant director notifying them
of the opening and Inguiring whether they would be
interested. These two supervisors Indicated they
received their positions after meeting with the
director and the assistant director at the
regional headquarters.

After a recent hiring decision in the Wise County Library, a
grievance was filed by one of the two regional employees who did not
receive the position. The regional Tibrarian explained that
interviews were not conducted because the three applicants, two
full-time regional office employees and one part-time employee in the
Wise County branch, were already employees. Although the action was
determined not to be grievable by tre Tibrary board, the decision not
to interview the candidates deprived two long-term employees of the
opportunity to present their cases as to why they should have been
considered for the position. It can be argued that the management of
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a small organization can be sufficiently well-informed of employee
performance to make promotion decisions without posting or
advertising openings. However, given LPRL's lack of an effective
evaluation system, it is difficult to conclude that the promotional
system, as now operated, is fair.

Recommendation (5), The LPRL board of trustees may wish to
revise the policy regarding  internal promotions and transfers to
reguire that open positions be posted, the procedures and conditions
to apply for positions be stated, and Interviews be conducted of
candidates prior te hiring decisions being made.

Staff Training Should be Improved

Currently, there is no systematic staff training and
development program in effect at the LPRL. Staff training programs
can have the effect of increasing work proficiency and job
satisfaction. In addition, responses from surveys of library staff
and patrons indicated a need for improving library services in areas
such as reference and community information.

Interviews with branch supervisors indicated that training
oppertunities for branch staff are limited. All branch supervisors
reported their staffs had received training regarding computer
terminals within the branches, which was necessary for automating the
collections in each branch. In addition, the library director has
stated that staff have been provided opportunities to attend yearly
conferences of the Virginia Library Association.

Sta®” in the branch libraries reported they could call the
regional staff with reference questions, but would like to be
weli-trained enough to be able to respond directly to patrons'
guestions. Staff in some branches also reported they do not receive
any professional periodicals in their branches, such as the Library
Journal, which could assist in personal efforts to improve their
proficiency. (The large branches at Wise, Lee, and Scott do recefve
the Library Journal, and all branches recefve Publisher’s Weekly.)

Cost, time, and staff considerations may T1imit the
extensiveness of an fin-house staff training program established
exclusively for the LPRL. Some ievel of in-house training should be
possible under any circumstances, however. Training opportunities
and materials for library personnel are offered on a regular basis by
the VSLA. Although the VSLA has not offered educational programs in
recent years related to reference services, programs for middle
managers such as branch supervisors are offered annually. LPRL
personnel generally have not attended.

In interviews with the branch supervisors, only the Wise
County branch supervisor reported having attended a VSLA educational
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program. A number of branch staff have, however, attended Virginia
Library Association meetings. In addition, the HWise County
supervisor stated the 1library director had conducted reference
classes in her branch, but they were available only to Wise branch
employees. Another branch supervisor reported that the library
director had last conducted reference classes in her branch over ten
years ago.

Several of the branch supervisors in the LPRL are long-term
employees of the system. According to the director of the library
development division at the VSLA who did assessments of all of the
LPRL branches, these staff (who are not certified librarians) greatly
need additional training opportunities. Training opportunities for
these personnel could help to improve their managerial and
supervisory effectiveness and allow the LPRL to assign them greater
responsibility for managing their branches.

Recommendation (6). The LPRL should develop an internal
staff development and training program for branch employees and
supervisors. In addition, the LPRL should ensure that branch
supervisors have the opportunity to attend educational programs
offered by the VSLA. As funding allows, outside training
opportunities should be rotated among branch supervisors. The
director should report annually to the LPRL board of directors on the
number of staff from each branch who participate in training
activities,

Recommendation (7). The Virginia State Library and Archives
should assess the training needs of regional libraries such as the
Lonesome Pine Regional Library and determine the extent to which
appropriate and feasible training opportunities cgn be made available
to branch supervisors and non-professional staff.

ORGANIZATIONAL POLICIES AND PROCEDURES

A review of the LPRL's organizational policies and
procedures indicated two weaknesses in their structure and content.
First, personnel policies appear to omit a number of areas that are
generally considered essential by human resource management
professionals. Also, the personnel policies which do exist are often
abstract as to their intent and the extent of their coverage.
Second, position descriptions should be revised to c¢larify reporting
relationships.

Personnel Policies and Procedures Should be Improved

Personnel policies and procedures at the LPRL appear to be
inadequate in at least two areas. First, no policies appear to be in
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effect to address a number of key personnel issues. Second, some
existing policies should be revised to clarify their intent or to
remove policy statements which appear misplaced or out of sequence
within the overall policy manual.

Formal policies appear to be nonexistent in several
personnel areas including: (1) salary structure, (2) personnel
records management, (3) orientation and training, (4) outside
employment, (5) overtime compensation, and (6) sexual harassment.
Written policies in each of these areas would help the LPRL to ensure
that its organizational position has been stated regarding most
personnel-related situations that might arise (Exhibit 4).

In addition, current personnel policies in several areas
should be revised or rewritten to expand and clarify their intent.
Policies which should be modified include those related to: (1)
recruitment, (2) selection, (3) appointments, (4) affirmative action,
(5) privacy of records, (6) performance evaluations, (7) disciplinary
actions, (8) resolution of grievances, and (9) supplemental help
(Exhibit 5). Examples »f the types of conditions that are addressed
by the policies are especially needed for many policies. The manual
could also be reorganized to improve the readability and flow of the
policy manual.

Recommendation (8). The board of trustees of the LPRL
should revise the personnel policies section of the policies and
procedures manual to ensure that policies are in effect to
comprehensively address persconnel lissues. In addition, other
policies should be revised or rewritten to clarify their intent or be
relocated to another section of the policy manual.

Position Descriptions Should be Revised

During the JLARC study of the LPRL, the board of trustees
were engaged in revising organizational policies and procedures,
including position descriptions for personnel within the system.
However, neither the position descriptions currently in effect nor
the draft revisions appeared completely sufficient.

Specifically, position descriptions should clearly present:
(1) the duties relevant to the position; (2) the knowledge, skills,
and abilities expected of those in the position; and, (3) the
positions in the organization that are both subordinate and superior
to the position. While the draft revisions represent an improvement
over the position descriptions currently in effect regarding the
first two of the above criteria, they do not adequately address the
positions that are subordinate and superior to the position.

Recommendation (8). The board of trustees should further
revise position descriptions for library personnel to reflect which
staff positions are subordinate and superior to each position,
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Exhibit 4

NEW PERSONNEL POLICIES RECOMMENDED FCR THE LPRL

Policy Area

Sa1ary Structure

Personnel Records
Management

Crientation and Training

Qutside Empioyment

Overtime Compensation

Sexual Harassment

Recommended Policy

Identification of the salary range and
pay grade structures for positions in
the branches and regional headguarters.

Statement of materials to be included
in employee personnel files including:
original employment application,
performance evaluations, receipt of
personnel manual, hiring letter,
starting salary level and subsequent
adjustments, written notices, workers'
compensation records, medical records,
grievances, and disciplinary actions.
Materials to be placed chronologically.
Files of former employees to be stored
separately from current employees.

Identification of orientation procedure.
Statement of organizational position
regarding staff development and training.

Statement of organizaticnal position
regarding outside employment.

Statement of compliance with Fair Labor
Standards Act, job titles affected by
FLSA. Statement of organizational
pcsition on compensatery leave for
non-FLSA employees.

Statement of the organization's
position, definition of sexual
harassment, and procedures for filing
and resolving complaints. :

Source: JLARC staff amalysis, 1990.
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Exhibit 5

RECOMMENDED REVISIONS FOR CURRENT LPRL PERSORNEL POLICIES

Policy Area

Recruyitment

Selection

Appointments

Affirmative Action

Privacy of Records

Performance Evaluations

Disciplinary Actlons

Policy Area

Resolution of Grievances

Recommended Action

Current policy needs specific guidelines
regarding when positions will be
advertised and where, as well as when
positions will be posted internally.

Current policy needs clarification
regarding process to determine which
applicant best meets the requirements

of the avallable position. At a
minimum, the policy should include
guldelines for screening applicants,
selection criteria, and consideration of
a requirement for iInterviews.

Current policy should reguire copy of
hiring letter in employee personnel file.

Current policy should be expanded to
include handicaps and political
affiliation.

Current policy should Include statement
that employees will be provided
opportunity to examing own personnel
files upon request. Consider use of
State personne) policy "Release of
Information from Employee Records”

for additional standards.

Current policy needs clear statement
fgentifying who s responsible for
evaluating performance.

Current policy needs to specify which
types of conduct lead to reprimand ang
which lead to dismissa)l. Consider yse
of State personnel policy "Standards of
Conduct and Performance® for different
offense levels,

Recommended Action

Current policy should specify if any
employees, such as the regional
1ibrarian, are not covered by policy.
Should specify which actions are
grievable and which are not.

Source: JLARC staff analysis, 1980,
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BOARD OF TRUSTEE RELATIONS

A number of recommendations proposed in this report involve
the participation or involvement of the library board of trustees.
To piay a constructive role in the strengthening of the LPRL system,
however, the board will need to more clearly and consistently define
its role. During its review, JLARC staff observed a number of board
behaviors that do nct promote regicnal unity.

e Many board members consider themselves representatives of
their locality first and the library system second.

* There is open animosity between some board members.

¢ Board members have varying degrees of knowledge about the
Vibrary, its budget, and its operaticns.

¢ The board has been inccnsistent in its directicon to and
sugport of the library director and staff.

Regiona' Identification

In discussions with JLARC staff, a number of board members
indicated that they felt they represented their locaiity first and
the region second. To an extent, this attitude is understandable,
but it undermines fuller regional cocperation.

Locality loyalty can affect the judgment of some board
nembers. In a recent dispute regarding a branch emplcyee, the
library director reported that a board member told her "I don't know
[name of employeel but I know she's [county of employeel and you're
Wise County." The board member suppcrted the "county' employee.
This incident indicates the lack of regicnal crientation exhibited by
scme board members.

Member Animosity

The LPRL board currently does not have a strong sense of
group identification. Board members are skeptical! of each other's
actions and motives. The most profound split is between Wise/Norton
members and members from other localities. Many bcard votes reflect
this split. Members whc also served on the ltibrary board in the past
generally said it was a more pleasant experience then. Cne member
stated "what I thought would be a pleasant and informative experience
has turned intc a constant battle...™

While it is possible that some measure of tension or
friction is inevitabie, the level ¢bserved on the LPRL board seems
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unusually high. It will be difficult for the LPRL to fully achieve
its goals and potential unless the board members strive to develop
better working reiationships among themselves.

Memher Knowiedge

Board of irustee members have different Jlevels of
understanding regarding the regional library system. Some trustees
reported participation in orientation and training. OQOthers did not.
Two board members stated the orientation was held at times when they
could not attend. A majority (six of eleven) board members replied
that they were "seldom informed” of new developments and changes at
the branch libraries or at the regional level. Essentially, trustees
from Wise/Norton felt they were adequately informed and the other
members did not.

Direction to and Support of Regional Staff

Support for regional and branch staff by board members has
been inconsistent. This is particularly true ¢f the board's support
of the director, where the board 1s generally divided along locality
lines. Some strongly support the director as the "best librarfan in
the state." Othevs expressed less support.

_ The issue of board consistency is particularly troubling to
LPRL manacers. On the issue of evaluations, one LPRL manager noted
that she knew evaluations were important and began to do them several
years ago at the board’'s urging. "Receiving evaluations upset
empicyess,” however, who "bitterly resented it" and complained to
board representatives. The manager says she was then told by the
board not to do evaluations. Evaluations will not be done in the
future, the manager said, until the board spells cut what it wants in
the new emploves manuai. Several managers said they simply did not
have the support of the board that they need to do evaluations.

In gereral, library managers say that they do not know how
to deal with the board. "The board tells us to do something and then
criticizes you when you do it," one library manager said. In 1988,
regional LPRL staff wrote to the board of trustees complaining about
employee problems in a branch library. The letter stated "the
administrative staff of the library has tried to improve relations
with this group {of branch employees), but the library board has
never given them the authority necessary to correct existing
probiems.”

Cne of the freguent complaints of (PRL staff is that board

members inappropriately involve themselves in matters that are the
staff or director's responsibility. Beoard involvement in personnel
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matters was perceived as a particular concern. Given the uneven
performance c¥ the staff in this area, however, a high level of boarg
interest is understandable. In the long run, relations with the
director might improve if the boarg clearly defined its expectations
of the gdirector in writing. [If the board could agree on such
expectations, the director <could presumably operate more
independently and effectively.

Partial explanation of the board's tack of consistency can
be attributed to the relationship between board members and the
regiona!l librarian. Ffive of eleven board members felt that the
regional librarian was not accessible. Eight trustees felt board
retations with the regicnal librarian were either poor (5) or fair
(3.

While a number of problems regarding board relations were
raised to JLARC staff, some members have reported that relations are
improving. The board seems to be evolving into a more active body
than it has been in the past. This change in the character of the
board ¢id not sit well initially with scme board members,
particularly when the more active, newer members were not as
knowledgeabie as more experienced members. As older board members
become used tc a more active board and as new members become more
experienced, scme commen ground may develop.

Reccmmendation (1G). As the board responds to this study
and other issues facing 1t, it should consider the adoption of a
variety of organizaticnal development activities to strengthen itself
as an entity. Such activities should include goal setting, plan
development, trelning, retreats and similar activities with the
library director and staff. The bocard may wish to seek the
assistance of the VSLA Iin developing such activities,

The board should also clearly define and articulate its
expectations of the llbrary director and staff. When this process is
complete, It should provide adegquate support to the director and
staff in the implementation of the objectives.

FUTURE DIRECTIONS FOR MANAGEMENT OF THE LPRL

The leadership of the LPRL needs to concentrate its efforts
in several areas. The library system needs a greater sense of
regional identification. At times, differences in the governmental
structures and economi¢ circumstances of the localities in the
regignal library system have been used to excuse or explain the lack
of real development in this area. Therefore, the leadership should
ensure that efforts are undertaken to establish and maintain open
channels of communication with the administrators and boards of
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supervisors in Dickenson, Lee, and Scott counties and the Norton city
councii. To that end, ths leadership should ensure that locail
governments are fully informed concerning the fiscal management of
the regional library, including the restrictions on the use of State
grants in ald and the use of locally-generated funds.

Second, the leadership should work to develop serious
fundraising efforts in the above-menticned localities. The objective
of these efforts should be twofold: (1) to increase the hours of
operation in the branch iibraries and (2) to improve upon the
physical limits of branches in the above-mentioned iocalities
(especially Rose Hiil, Pennington Gap, Gate City, and Haysiy. To
accompiish this objective, the leadership should promote local
friends of the library groups that are active, as well as remain
avaitable to address local civic organizations and other potentiai
sources for fundraising.

Thnird, the library director should maintain a high profile
within each of the iocal branches. Regularly scheduled visits to the
branches will give the director firsthand knowiedge regarding the
manzgemant practices and capabilities of the branch supervisors, as
well as keep the director apprised of other issues in the branches.

Recommendztion (11). Library leaderstip should address
long-range goals ¢f (1) closer relationships with local governing
bodies, (22 Improved Ffundraising in designated localities, and (32 a
higher profile in local branch libraries.
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[I1. LTBRARY FUNDING

As a regional system, the Lonesome Pine Regional Library
(LPRL) relies on the appropriations of several local governments to
provide the bulk of its operating funds. Budgets are developed by
regional staff and the board of trustees, but must be approved and
financed by each participating local government. The myriad of
competing interests inherent in regional organizations have Ted to
periodic disagreements and resulted in some dissatisfaction being
expressed with the regional system.

Review of the LPRL's financial records indicates that
expenses for the system appear to be appropriately allocated among
the participating localities. An Auditor of Public Accounts (APA)
review of the audits performed for the LPRL revealed that the
"substance of the information presented in the statements appears to
be reliable.” There is no evidence of any financial impropriety or
any substantial inpequity in the allocation of resources among the
Tocal branches. There is no evidence of fund misuse. Comparative
analysis demonstrates that the benefits of remaining in the system
outweigh the possible drawbacks for most Tocalities. Further,
indicators demonsirate that the system is relatively efficient.
Personnz1 costs are comparable to similar regional Tibraries while
staff maintain almost twice the number of books.

However, the LPRL should attempt to resolve at Teast three
problems found during the review to clarify current funding
practices. First, important funding policies -- such as methods for
handling funding shortfalls -- should be specified in the regional
agreement. Second, materials acgquisition and budget development
procedures should be improved, particularly in the area of videotape
purchases.  Third, proper procurement procedures should be
implemented for all purchases covered by the Virginia Procurement Act.

LIBRARY FUNDING SOURCES AND BUDGET DEVELGPMENT

Operating funds for the LPRL come from two primary sources:
(1) Tocal funds and (2) state aid grants. Federal grant funds are
available on a competitive basis, awarded either by the U.S.
Department of Education or the Virginia State Library and Archives
(VSLAY. However, federal funds have not constituted a major portion
of the LPRL budget in recent years.

Budgets for the Tocal branches and the regional office
operations are developed by the regional library director, based
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primarily on historical revenue and expenditure trends. The budgets
are then submitted to the LPRL board of trustees and, subsequentiy,
to the iocal boards of supervisors for review and eventual approval.

Library Funding Sources

Local and State funding sources accounted for virtually all
LPRL expenditures during FY 1G89. Local funds comprised
approximately 70 percent of the LPRL's expenditures in FY 1989.
State aid funding was utilized for most remaining expenditures during
FY 1989, with federal funding comprising less than one percent of
total expenditures (Table 5.

Local Funds. Local funds incliude monies from local
government general funds, revenues generated by the local branch
(througn fines, non-resident fees, bock bag sales, etc.), and gifts
and donations from lccal sources. MKWise County in particular has
berefited from private gifts anc donations, receiving an average of
gImost $59,000 per year over the past three fiscal years {compared to
an average of $2,432 for the other localtities combined). Typically,
private giffs and donaticons are used excliusively in the locality
which receives them. Usuaily there are no restrictions on the types
of expenditures for which Jjocal funds or private gifts may be used.

Local funds are generaily used to support the operating
expenses of the Jocal libraries and to pay a portion of the regiorail
salaries and related expenses (e.g., FICA, unemplcyment taxes). In
FY 1991, all participating local governments will alsc begin paying a
porticn of regional building operations and maintenance expenses
(e.g., electricity, insurance) from local funds, which will total an
estimated $12,360. Wise County has provided all funds for these
expenses in past years.

tate Aid Grants. State aid is awarded to eligible

libraries, whether participating in a regional system or operating
independently, based on the State aid formula established by §42.1-48
of the Code of Virginie. The formula is based on three components:
(1) amount of local expenditures, (2) population of the service area,
and (3} square miles incorporated in the service area (Exhibit &).
Certain restrictions apply to the amounmt of State aid provided for
the local fund and population components.

The current structure of the formula provides incentives for
locatities to combine into regional units. For example, the formula
provides an initial grant of ten dellars per sguare mile of area
served by a library or library system. However, the formula provides
an additional 20 dollars per sguare mile (for a tot=] of 30 dollars
per square mile) to a library system serving mere than one city or
county. Similar incentives are provided in the population component
of the formula
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Table 5
LPRL FUNDING SQURCES AND LOCALITY EXPENDITURES

FY 1985*
Local (%) State (%) Faderal (%) TOTAL
Dickenson $154.714 (67) $76,585 (3D 8¢ $231,2899
Lee 153,522 (66) 79,406 (34 AN )] 232,928
Scott 116,833 (58) 83,892 {42> 0 (D 200,725
Wise
(Norton)** 632,526 (74) 213,544 (26) 6,182 (***) 852,252

31,087,505 (70) $453.427 (30> $6, 182 (***) $1,517,204

*  Figures may not add exactly due to rounding.

** Figurs: for the City of Norton are inciuded in Wise County data.
Reverues provided by the City of Norton constitute about 5 percent of
the total local funding for the two localities.

*** [ess than ons percent.

Source: JLARC analysis of LPRL Statement of Revenues and Expenditures,
June 30, 1989.

tegislation passed by the 1990 General Assembly enhanced the
local fund component of the formula. Beginning in FY 1992, libraries
will receive 4C cents for each local dollar spent, increasing the per
dollar grant by five cents. In addition, the 1imit on the local
expenditure portion of the State aid grant was raised from $150,000
to $25(,000.

In order toc gualify for State aid funding, local libraries
must meet a series of reguirements established by the State Library
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Exhibit &

Public Library State Aid Grant Formula

Basic formula provides:

e 310 per sguare mile of area served +

» 35¢ for each dollar expended by the local government +

» 30¢ per capita for population in area served.*
Library systems serving more than one governmental unit receive what the
basic formule provides, plus:

o Additional $20.00 per square mile of area served, and

e Additional 10¢ per capita for each additicnal governmental unit.
LPRL_has five participating governmental units. Therefore, the system
receives:

e 330 per square mile of area served «

» 35¢ for each dollar expended by the five local! governments +

o 70¢ per capita for population in area served.*
*Local expenditure portion of state aid grant is limited to $150,000 for
gach Tocality., Full per capita amount is in effect up to 600,000

persons. Library or system receives 10¢ per capita for population in
excess of 600,000.

Note: Legislation passed by the 1950 General Assembly enhanced the local
fund component of the formula. Beginning in FY 1891, libraries will
receive 40 cents for each local dollar speat, increasing the per dollar
grant by five cents. In addition, the 1imit on the local fund portion of
the State aid grant was raised from $150,000 to $250,000.

Source: JLARC Analysis of §42.1-48 of the Code of Virginia.
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Board (Appendix B). Generally, these requirements relate to
organization of the library, materials that must be regularly
submitted to the VSLA, the amcount of required iocal expenditures, and
Tibrary extension services that must be provided in certain
counties. The amount of State a‘d may be reduced or eliminated if
local funding is reduced from one year to the next, depending on the
circumstances surrounding the local fund reduction.

According to the Code, State aid grants must be used for
purchasing books, library materials, and library equipment. In
addition, up to 25 percent of a State aid grant may be used for the
salartes of fuli-time permanent certified librarians (the LPRL
currentiy empiovs four certified librarians). If a library or
tibrary system dces not have a certified librarian, the library may
enter into a contract with the VSLA to orovide professional
services. However, in these cases, the amc.nt of state aid received
by the library, as determined by the State aid formula, is reduced by

2:‘ V\Ez"rzrﬁ_‘
IR N

Federal Funding Sources. Federal library funds available to
Tihraries in the State are authorized by the federal Library Services
and Construction Act (LSCA)Y. Grants are awarded on a competitive
basis. Depending on the specific type of grant, federal funds may be
awarded directly by the federzt Denazriment of Education or through
tne VSLA. In addition, depending on the specific titie of the LSCA
under which the grants are awarded, funds must be used for particular
types of activities. For example, funds awarded under Title III of
the LSCA must be used for cooperative projects invelving more than
one ligrary.

The LPRL szpent 36,182 in federal funds for a literacy
profect during FY 198%, but received no fed: al funds in FY 1630. In
FY 1833, the Coehurn branch of the LPRL is scheduled to recsive a
$30,000 federal grant for furnishing its new branch.

Budget Development and Allocation of Regional Expenses

The regional library directer initiates the budget
deve opment process during January of each year (Figure 4). Revenues
and expenditures for the local libraries and the regicnal operaticn
are projected based on actual past revenues and expenditures. Line
item categories for which the library director anticipates a
signif€icant increase or decrease are adjusted accordingly. In
addition, input from the board of trustees regarding salary and
pensfits is sought.

The amount of funding requested from the five Jlocal
governments is based on (1) the anticipated operating expenses of a
Tocality's branch or branches and (2) the local portion of regional
salaries and related expenses (e.g., FICA). The local funding burden

-
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Figure 4

LPRL Budget Process

developed by

January - Proposed budget
library director

Proposed tudge! submitted

Februaty e t LPRL Board

Jr Board review and amendments

Final budge? approved
by LPRL Board

March - Proposad budget submitted
ubmi
to local governing bodies }_-—') Altered

Aprif =t
May -
Approved by
focal govemment
odies
Budget resubmitted to
LPRL Board

to determine appropriate
actitns and adjustments

June =4
Fina! Budget approved *.__J
by LPRL Board

Source: JLARC staff analysis of interviews with LPRL Director and bookkeeper, 1990.
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for regional sxpenses is established by applying the proportion of
State aid that each locality receives to the total budgeted regional
expenditures.

For example, Lee County is requested to pay for the expenses
related to the operation of the Lee County libraries in Pennington
Gap and Rose Hi11. In addition, because Lee County received 17.7
percent of the State aid in FY 1989, it was responsible for funding
17.7 percent of the regional salaries and related expenses in that
fiscal year (Figure 5).

According to the vregicnal Jlibrary director, the
board-approved method for allocating leocal funding burden for
regional salaries assumes that the amount of work performed by
regional staff for a particular locality is related to dollar amount
of materials purchased with State aid funds. Two consideraticns
gppear to support the validity of this assumption. First, virtually
all aspects of processing new library materials (e.g., selection,
orgering, receiving, cataleoging) are performed by regional staff.
Second, the vast majority of books and materials requiring processing
are ourchased with State aid funds (over &7 percent in FY 1889).
Therefcore, one would expect that there is a relationship between a
locality's portion of State aid funding and the amount of materials
for the locality requiring processing.

At the end of January or early February, the library
directer and the regional bookkeeper make a detailed presentation of
tne budget to the board of trustees and attempt to answer any
guestions the trustees may have. Once the board of trustees approves
the proposed budget (usually by the end of February), it is sent to
the govarning todies of the participating localities for review. The
regional library director and/or the bookkeeper will appear (if
reguested) before the local governing bodies.

If the local governments approve the budget and allocate the
amcunt of funding reguested, the budgef development process is over.
However, if a local government is unable or unwilling to allocate the
amournt of local funds reguested, the budget is returned to the
library board of trustees for adjustments. In the past, the board
generally has reduced local hours of operation. These reductions
highlight the majer preobiem of the LPRL financial arrangement.
Rather than functioning as an integrated system, the operation is
mcre like a cooperative of independent libraries. The "cooperative®
character of the system is a function of the funding arrangement.

Although each local government §s required to participate in
the system financially, each local government also has a different
ability or willingness to pay for the system. Some LPRL localities
are among the State's poorest. According to financial data in the
Comparative Report of Local Government Revenues and Taxation prepared
by the Auditor of Public Accounts for FY 1988 (the most recent year
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Figure 5

State Aid and Local Fund Flow
Lee County Example -- FY 1989*
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17.7%

Regional Office
Supplies: 17.7%

Service Confracts:

Non-professional
salaries and related
expenses: 17.7%

Dedicated
telephone line

Beginningin FY
1991 -- electricity,
water, garbage,
insurance; 17.7%

Regional Operations

Books, periodicals,
videotapes

Shelving, furniture,
eguipment

Computer
expenditures

Office supplies

Local salaries
and related
expenses

Electricity, water,
garbage

Insurance
Repairs
Postage

Office Supplies

Lee County Branch Libraries

Regional Total = $65,476
i

* Figures inchude estimated local contributions to regional FICA expenses, unemployment taxes, and office supplies.

Total: $232,928

{28% Repgiongl and 72% Local)

** These funds are 17.7% of the regional State aid expenditure total.

Scurce: JLARC analysis of LPRL FY 1989 Statement of Revenues and Expenditures..

Local Total = $167,452
H
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for which statewide data are available), average local government
gexpenditures within the LPRL system are lower than most other
similar-sized cvstems. During FY 1988, library expenditures for the
five local gov nments in the LPRL system were, on average, 0.74
percent of total local government expenditures. This was the second
lowzst average for library systems in the State serving populations
between 100,000 and 195,999.

Given the low base of local support, funding shortfalls have
a tangible effect on operations. Rather than functioning as an
integrated regional entity, current LPRL policy handies disparities
in local ability or willingness to pay by penalizing the local
government responsible for the shortfall. However, the LPRL board
has allowed the policy to vary from year-to-year, which has resulted
in disparate treatment of system employees and confusion among local
officiats., For example:

One local official Indicated at the beginning of a
fiscal year that the locality was unable to fully
fund the library at the time the budget was being
developed. Therefeore, the LPRL board descided to
reduce local library hours based on the amount of
funding previded by the locality. Later in the
year, the local official expressed interest In
providing sufficient additional Iccal funds to
operate the local library at full capacity.
However, the local official asserted that the
lozal board of superviscrs was unwilling to
provide the additional funds because it was their
understanding that a portion of the funds would be
rztained for regicnal expenses. In fact,
according to the regicnal library director, any
additional local funds would have been used
exclus:ively for local salaries and operating
expenses, The local ygovernment eventually
allocated the funds necessary to operate the
library at ful? capacity for the final four months
of the figcal year.

Probiems such as the variations in local ability or
willingness to pay shou'd be addressed in order to prevent future
misunderstandings and cisagreements. Options for handling these
r-cblems are discussed in the following sections.

FUNDING ISSUES AND PROBLEMS

The regicnal library concept is designed to provide
participating libraries with rescurces and cost saving economies that
the  would not have individually. However, regional systems rely on
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cocperation among the participating local governments and between the
local governments and regional library staff. Like many
regionaily-oriented organizations, the LPRL has experienced internal
disputes. Thnese internal disputes have caused at least two of the
participating localities to consider leaving the system. Past
regional system disputes in other parts of the State have at times
resulted in Tocalities separating from other systems.

A brief examination of the benefits and disadvantages of
withdrawing from the system demonstrates that most of the
participating localities would lose significant resources if they
left the system. The cost of replacing these resources would
probatly exceed current contributions to the regional system.

Many of the disputes stem from variations in local effort,

or local ability and/or willingness to pay for the system. The
LPRL's faiiure to include written policies in the regional contract
to addrass these variations has led to inconsistency on important
financial prootems, such as funding shortfalls and employee salary
adjusiments, Conseguently, certain financial! policies have
fluctuated from year-to-year and from locality-to-tocality.

Two other problems were discovered with the LPRL's financial
activities during the review. First, materials acguisition and
budget develgopment  procedures need improvement. Materials
acquisition policies, particularly for purchasing materials such as
yidecrapes, should be specified and budgeted prior to the beginning
of tne fiscal year. Budge! development procedures should more
thorcughiy incorporates local officials in the planning process.

Second, although a review conducted by the Auditor of Public
Accounts did net discover any significant problems with the financial
records of the LPRL, the review did reveal weaknesses in library
procuremsnt activities. The LPRL should take steps in the future to
ensiurs adherenc2 to the Virginia Procurement Act.

Comparisons Demonstrate Reglional Svstem Is Cost-Effective

The problems encountered in the LPRL system have led several
counties in the system to explore the possibility of leaving the
system. The advantages of leaving the system primarily involve
increased autonomy and the possible cost savings of not contributing
to regional office operations. However, analysis of the potential
savings, comparec to tne J1oss of resources resuiting from leaving the
system, demonstrates that the cost of leaving the system would be
substantial in most cases.

The cost of administering the LPRL compares favorably with
other similar regional library systems. In addition, localities in
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the area with independent libraries appear to either spend more for
the operation of their libraries or do not have the resources
comparaible to Tibraries in the LPRL system.

Savings and Costs of Leaving the LPRL System. Although some
savings could be realized by withdrawing from the LPRL system,
analysis of the resulting costs to the individual Tlocalities
indicates that continued participation in the regional system is cost
effective. Based on an analysis of FY 1989 finances for
participating localities, only Wise County could have theoretically
benefited from separating from the regional system. Even in that
case, costs could be great, particularly if the county were to lose
substantial amounts of its books and other materials as a result of
the separation.

{For the purposes of the analysis, it is assumed that Norton
City would continue to be served by the HWise County libraries.
Unlike other participating Tocalities, Norton City does not have a
Tocal branch serving the locality. Instead, due to the proximity of
Norton City and Wise County, Norton City residents utilize Wise
County library services. In turn, the city contributes Tocal funding
to the operation of the Wise County branches. Norton City's portion
of the State aid funding is also retained for the operation of the
Wise County branches.)

As shown in Table 6, the three counties besides Wise would
have alsc Tost an average of $18,154 in State aid due to the Toss of
State aid formula incentives for regional systems. In addition, the
value of the services and resources that would have to be replaced to
operate as an independent Tlibrary would probably “far exceed any
savings the Tocalities would realize in leaving the system.

In order to operate independently, localities would face at
Teast three major expenditures in order to replace the services
currently available as participants in the LPRL system. First,
regional staff currently carry out all activities related to
materials selection, ordering, receiving, processing, and cataloging
for the branches. Replacing these activities would reguire at least
one additional full-time staff person in the branches and possibly
more, at a cost of approximately $15,000-$30,000. Other activities
currently performed by regional staff that would have to be replaced
inclTude bookkeeping, development of grant proposals, and reference
services.

Second, Tlocal branches would have to replace activities
currently performed by the centralized computer system, including
cataloging functions, tracking overdue books, and fissuing fine
notices. These functions could be replaced either by installing an
alternative computerized catalog system or developing a manual card
catalog and book tracking system. According to VSLA staff, either
option would be expensive and would require several years to become
fully operational.
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Table 6

STATE AID LOSSES IF COUNTIES
WERE TO LEAVE THE LONESOME PINE REGIONAL LIBRARY

FY 1989

Dickenson Lee Scott Wise
Revenues- $223,409 $232 862 $198,167 $845,655
Regiconal
Estimated
Revenues-
Independent 209,050 213,584 177,342 830,427
Estimated $14,359 $19,278 $20,825 $15,228*
Revenue
Loss

*Assumes Wise and Norton would remain a region.

Source: JLARC Analysis of ©(PRL Statement of Revenues and
Expenditures, June 30, 1989.

Third, most localities would have to provide some type of
library extension service if they withdrew from the system. These
types of services include operating a branch library, a bookmobile,
opening and monitoring small deposit centers in public locations, or
providing books-by-mail service. In FY 1989, the localities spent an
average of $20,704 on salaries, postage, books, office supplies and
printing for the books-by-mail service, which is considered one of
the less expensive library extension service systems. This amount
does not include expenses for building space and related costs (e.g.,
electricity) which could add significantly to the cost of operating
the books-by-mail service independentliy. The following case study
itlustrates the possible financial impact on one ltocatity if it were
to leave the regional system.

In FY 1989, Dickenson County paid $62,430 toward
regional regional operations. In theory, the

locality would "save"” this amount by leaving the
LPRL. However, In order for Dickenson County to
continue gqualifiying for State aid, a certified
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librarian would have to be hired at an estimated
expense of {27,781 in salary and benefits.
Subtracting these costs and the $14,359 loss in
State aid revenues noted in Table 6, Dickenson
County would have an estimated $20,290 to provide
equipment and personnel to perform the fcllowing
functions:

materials selection and purchase
ordering, receiving, processing., and
cataloging materials

. computerized materials cataloging and tracking
{or development of manual card catalog and
tracking systems)
bookkeeping and related functions

. extension services to replace the
books-by-mail service which averaged %$20,704
in expenditures in FY 1989.

A final issue that would require clarification if a locality
chose to withdraw from the system would be the disbursement of
equipment and materials currently maintained by the system. Current
Taw is unclear regarding the disbursement of egquipment {including
computer hardware), books, and other materials located in the local
branches should a locality choose to leave the system. Most of these
items were purchased using State and/or federal funds.

A 1985 Attorney General's opinion asserts that all books
would have to remain with the regional system, unless the regional
library agreement makes specific provisions for locality withdrawal
and the division of property (Appendix C). The LPRL agreement makes
no such provisions.

According to the opinion, Virginia follows the Dillon Rule
regarding the powers of local governing bodies. Under the ruie,
"localities may exercise only those powers which are expressly
granted or which are necessarily or fairly implied, and where there
is doubt, the doubt to be resolved against the existence of the

power."

The current law governing withdrawal from regional library
systems (§42.1-42) only states that withdrawal from a regioral system
requires the consent of the other members of the regional system or
two years notice of the intent to withdraw. Conseguently, according
to the 1985 Attorney General's opinion, a withdrawing locality "is
not entitled or authorized...to withdraw a share of the books in the
regional library" because the law governing a locality's withdrawal
from a regional system does not expressly grant this power. By
extension, much of the equipment in the local branches also belongs
to the regional system and may have to be returned if a locality
chose to withdraw.
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Therefore, combining the cost of replacement personnel and
extencion services, localities withdrawing from the system would face
minimum immediate costs of approximately $35,704 to $50,204,
depending on the number of personnel needed toc provide lost support
services. In addition, the Jocalities would be reguired to pay the
substantial costs related to establishing a new catalog system. The
locatities would aiso have to determineg the status of all eguipment
and materials currently owned by the system, with the possibility
that those items would have to be repilaced.

Wise County would probably be least affected by a decision
to leave the regicnal system, due to its larger population and higher
lccatl funding of the Vibrary. Further, Wise could still be part of a
regional library if it retained 1ts association with Norton.
However, MWise County would also be in the position of potentially
kaving o leave books, eguipment, and other materials in the regional
system.

The sericus financial problems related to withdrawing from
the regional system, particularly the difficult issue of how to
divice regicnal property and equipment, provide at least some
justification for Jocalities to continue participating in the
system. In addition, as will be shown in the next sectior, the
dissciution of the regional system would represent a tremendous loss
tc the region in terms of cost efficiencies and available library
rescurces.

Comparison With Other Regional and Indspendent Libraries

Much of the discussion about leaving the LPRL system has
invoived asserticns that the administrative expenses of the LPRL are
excessive, However, comparison with other similar-sized and
configured regional systems indicates that the LPRL's administrative
expeniss are not excessivse.

Salziry expenditures, as a percentage of total expenditures,
can provide a relative indicator of the portion of a budget used to
administer an organization when used for comparisons of similar types
of organizations. In FY 1989, the LPRL spent 58 percent of its total
expenditures on salaries (Table 7)., which equals the average salary
percentage for the comparator systems.

Moreover, the LPRL maintains a collection (in terms of the
total number of books in the system) that is double the size of the
comparator systems and 87 percent more units per capita. Therefore,
the LPRL is currently able to maintain significantly more bocs
resources utilizing perscnnel and administrative expenses which are
comparable to other regional systems. Moreover, the LPRL administers
a larger number of cutlets and has & higher circulation rate than the
comgerator libraries.
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Table 7
COMPARISON OF LPRL ®ITH SIMILAR REGIONAL LIBRARIES

FY 1989
Population % of Total Books
Served Exp. on Salary Books Per Capita OQutlets
Blue Ridge 93,700 55% 127,701 1.36 4
Central
Rappahannock 129,400 62 203,380 1.57 6
Jefferson-
Madison 144,000 59 260,443 1.81 7
Pamunkey 79,700 51 180,832 2.39 6
Rockingham 102,600 6) 120,988 .18 4
AVERAGE 109,880 58 180,669 .66 5.4
LONESOME
PINE 18,300 58 370,200 3.10 g

Sourze-  JLARC analysis of Virginia State Library and Archives, 1988-1989
Statistics of Virginia Public Libraries and Institutional Libraries.

Simitar results are obtained when comparing the salary
expenditures and collections of the individual counties (besides
Wise) with counties operating independent libraries. Although the
tota! average expenditures of the LPRL counties is higher (which is
partially explained by the additional State aid available to the
participating counties), the average salary percentage is
comparable. However, if Russell County {which has extraordinarily
tow salary costs) is removed from the calculation, the salary
percentage of the comparator localities increases to 58.1 percent,
which exceeds the average of the LPRL counties.
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Individual collections of the participating LPRL localities
averags over 16,000 more books and A7 percent more books per capita
than coilections of the independent libraries (Table 8.
Participating LPRL ‘localities also have access to materials and
services previded through the regional system, which are not
avatlable to independent libraries.

These findings suggest that it may be in the best interest
of tne participating localities to remain in the LPRL system at this
time. The counties of Lee, Scott, and Dickenson, in particular,
would be adverseiy affected if they withdrew from the regional
system. However, the problems with local effort disparities,
materials acquisition and budget development, and library procurement
(which will be explained in subseguent sections) should be addressed
in order to mirimize the current interna! disagreements.

Local Funding Effort and Contractual Weaknesses

The most compelling financial problem confronting the LPRL
is that of local effort, or local abilitv and willingness to fund the
system. If a iocal government is either unable or unwilling to
contribute the full budgeted amount requested by the library staff
for the operation of the local branch and the regional office, the
LPRL fates a funding shortfal!. Conversely, if a locality desires to
ennance fts effort by supplementing salaries or benefits of local
branch empioyees, the LPRL is placed in a position of treating some
empicyees differentiy than others.

The current regional contract contains few specific
provisions regarding the financial activities of the LPRL

(Appendix D). The current contract specifies only that
“marticipating political subdivisions shall provide sufficient
support for the operation of the regional library system." The

contract does not stecify how regional expenses wiil be divided amgng
the Tocalities, as reguired by §42.1-41 of the Code. In addition,

important firancial decisions -- such as the methods for handling
furding shortfalls, adjusting empioyee salaries, and providing
empioyee benefits -~ are based on unwritten procedures which are

allowed to fluctuate somewhat from year to year.

Conseguently, as noted eariier, the financing of the
regional library is a consistent source of misunderstandings between
the local governments and the library staff. Although the
muiti-jurisdictional composition of the LPRL requires that some
flexibility be maintained in financial activities, current procedures
result in confusion among the parties involved in the budget process,
avoidanle reguctions in library services, and inequitable treatment
of LPRL employees. The participating localities of the LPRL should
develop a revised regional agreement in order to address these
prodbieTs.
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Tabie 8

COMPARISON OF LPRL PARTICIPATING LOCALITIES
WITH SIMILAR LOCALITIES OPERATING INDEPENDENT LIBRARIES

FY 1989
Population % of Total Books
Served Exp. on Salary Books Per Capita

Amhers 29,000 65% 33,222 1.15
Botetourt 24,800 52 50,621 2.04
Bychanan 35,400 67 68,337 1.93
Caroline 19,300 53 21,970 1.14
Farmvilig-
Prince Edward 17,600 51 11,581 0.66
Orangs 20,300 57 33,125 1.63
Putas«t 34,100 61 45,186 1.33
Ruszell 31,800 34 40,084 1.26
AVERAGE 26,538 55 38,016 1.38
Dickenson 19,400 57 52,249 2.69
Le 26,200 57 57,755 2.20
Scott 25,300 59 52,693 2.08
LPRL COUNTY
AVERAGE 23,633 58 54,232 2.32

Source: JLARC analysis of Virginia State Library and Archives,
1988-1989 Statistics of Virginia Public Libraries and
Instituticnal Libraries; Lonesome Pine Regional Library,
Annual Report, 1988-198%.
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Regional Expense Allocation Not Specified. txpenses related
to the salaries and cperations of the regional office are currently
divided among the participating localities according to the
pregortion of total regional State aid received by the locality. As
explained earlier, the rationale for this type of allocation -- that
there is a relationship between the amount of materials processed by
regional staff for a locality and the amount of State aid received by
the Tocality -- appears to be logical.

Howe er, the method for allocating regional expenses s not
included in the regional contract, as required by §42.1-41 of the
Code. This section states that "the expenses of the regional library
system shall 2e apporticned among the participating subdivisions on
such a basis as shall be agreed dpon in the contract.”

Failure to znc tude the specific provisions of the a:location
regrasents a violation of statute and could contribute to
misunderstandings regarding the allocation of regional expenses. A
survey of locai officials in the participating localities indicated
that 64 percent (14 of 22) of these officials believed local funds
contributed to the system are allocated too heavily towards the
regiconal library. Revising the regional contract to specify the
method of allocating regional expenses could help clarify the
rationale for the current aliocation method.

Funding GShortfalls and Reduced Library Services. As
mentiched eariier, the LPRL board has determined that funding
shorifalls by local governments will result in reductions in local
brancn library hours. Regional operations have generally remained
unaffected by fund shortfalls of the local governments. The
raticnale for tnis policy is that reductions in local funds do not
generally affect the amount of materials reguiring processing by
regional staff, since most materials are purchased with State funds.
Therefore, reductions in regional staff wouls cause processing delays
for all the pranches.

During the last ten years, all of the four counties involved
in the system have suffered some reductions in library hours due to
furnging shortfalls. These reductions have been a source of tension
between the participating localities and the regicnal library staff
primarily because of the method used for handling the reductions.
Until FY 1950, localities were allowed to begin the fiscal year
opsrating at full schedule, regardless of the funding provided by the
local governments. The LPRL board would allow local governments the
opportunity to provide additional necessary funding during che year.
HOWe«er if the Tocal governments could not provide the needed funds,
reductions had to be implemented with 1ittle prior warning to local
officials or patrons.

Beginning with FY 1990, Tibrary hotrs in a locality were
Tinked at the beginning of the year to the amount of local funds
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orovided. For example, Scott County provided 75 percent of the local
funding requested for FY 1950, so the local branch began the year
operating at 7% percent of its normal schedule. This method has
appareatly recduced some of the problems and inconvenience caused by
the unanticipated reductions implemented in the past.

However, the reductions still result in patron inconvenience
argd hardship for emplcoyees of the affected branches. A survey
conducted of LPRL users indicated that the single most requested
service that would increase library usage -- selected from z 1list
inciuding more iocations, more books, more videotapes, and more staff
-- was increased hours. L[ibrary staff repcrt having difficulty
maintaining normal patron services with curtailed operating hours and
experiencing personal financial problems because of the resulting
reduction in pay.

Empioyee Benefits and Salary Adjustments. Dug to the
vartetions in local support, the preovision of employee benefits and
salary adiusiments presents a unigue problem to the regional
Viorary. Although the library is dependent on the local governments
to provide funding, the library 's a separate entity and is not tied
to tne pensfit or salary policies of thne local governments.

Currently, all library employees working 20 hours or more
per week are provided with sick Teave, annual Teave, and retirement
benefits. However, only certain empioyees in the system are provided
with mediczal insurance coverage. In the past, Wise County has
provided medical coverage for the Wise County branch employees and a
portion of the regicnal staff. Dickenson County pays medical
insurance coverace for one emplovee.

[PRL policy regarding employee salary adjustments also

varias depencing on the locality in which an emplioyee works. Prior
to FY 1890, an effort was made to impiement uniform raises throughout
the systen. Like the policy regarding library hours, the fiscal year
was allowed tc pegin with ai} employees receiving the raises
regardiess of whether or not each iocal goverrmment chose to fund the
raise Towards the end of the fiscal year, local branches in
Iocatities choosing not to fund the raises would face a fund
shortfail, which resulted in reductions in library hours and salaries

In FY 19%0, the LPRL board decided to more directly link the
raises provided in fthe branches to local funding. Two localities
provided rafses to library employees and two others chose to leave
salaries at FY 1983 levels, while providing funding for other
operational cost increases. One ‘ocality elected to provide no local
fund increase, which resulted in a 25 percent reduction in local
branch operating hours. (In March 1950, the local board of
supervisors for this locality voted to aliocate a suppiement in the
amcunt necessary tc implement a full operating schedule).
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Regional employees received a portion of the raises provided
for branch employees, depending on the percentage contributed to
their salaries by each locality. For example, because Wise County
pays about 46 percent of regional sailaries and the county provided
its empicyess a 5.6 percent raise, regional office employees received
a 5.6 percent raise on the 46 percent of their salaries paid by Wise
County. No increase was paid for the porticon of their salaries paid
by locatities choosing not to provide raises. This policy resulted
in regional employees receiving roughly one-half the raise of the
Wise County employees, while working in the same physical location as
Wise County employees.

The disparity in raises provided to system employees,
particularly bhetween HWise County employees and regional employees,
may have contributed to lower employee morale. An employee Survey
indicated that mcrale among the regional employees was lower than all
cut one branch in the system (Table 9. The branch reporting lower
mecrale 13 operating with the reduced schedule and has experienced a
series of personnel problems which may account for this result.

Opticns for Revising Regional Contract. The pclicy problems
mentioned above highlight the need for the LPRL board to revise the
regiconz] contract to meet the reguirements estaclished by §42.1-41 of
the Code. VSLA ztaff are aware of no other regional library which
has a differen~tial payv scale for employees of different localities
within a region. The bcoard of trustees should consider the adoption
of a unified regional classification and pay system. At a minimum,
the revised contract should specify the methods for apporticoning the
excenzes of the regional system, handling funding shortfalls, and
determining employee benefits and pay adjustments. The current
contract contains no such provisions,

There appear to be two [ imary options from which the
library bocard can chocose: (1) budget adiustments could be made with a
system-wide emphasis or (2) budget adiustments could be linked to
local funding. The first option would ensure that hours in local
branches would be reduced only after all other remedies have been
explored. In situations reguiring a funding shortfall, the effects
of the shortfall would be spread throughout the system in order to
minimize the damage. Similarly, in order to avoid reducing staff and
hours in the local branches, reductions would be made in certain
regional services and staff.

However, because the LPRL receives funding from saveral
local government sources, each having different levels of local
aspiration for the tibrary system, this option faces several
obstacles. First, any regional staff reductions would probably
result in materials processing delays. Due to the restrictions on
State aid funging -- which reguire that at least 75 percent of the
funds be expsnded on books, related materials, and library eguipment
-~ the amount of materiais to be processed by regional staff would
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Table §
EMPLOYEE MORALE IN LPRL BRANCH LIBRARIES

Number of Staff Number of Staff

Total Repor-ing Poor or Reporting Good or
Branch Responses Fair Morale (%) Excellent Morale (%)
Big Stone Gap 4 c 4 (100%)
Clintwood 5 1 (20 4 (80)
Coeburn 5 0 5 (100
Haysi 2 o W 2 (100
Lee Co. 5 0 5 (100
Rose Hill 1 o 1 (100}
St. Paul 3 1 (33) 2 (67
Scott 5 4 (80) 1 (20
Wise 9 2 (22) 7 (78
Regional
Dffice 11 4 (36) b (54>
TOTAL 49 12 (24%) 37 (76%)

*one respondent answeved "Don't Know.

Source: JLARC Survey of LPRL Staff, March 1890.

remain about the same, but would have to be processed by a reduced
staff. Assuming the otner local governments are meeting their budget
requirements, these local governments may be reluctant to relinguish
regional services for which they have paid their full share.
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This option may also provide a disincentive for local
governments to fully support the regicnal library. If Jlocal
government representatives beliesve that the local libraries wili stay
open regardless of their decisicons about %ne regional library budget
request, they may not pay their fair share and appropriate the amount
neeged.

The second option would link any fund shortfalls cor
surpluses directly to the localities funding the system. Regional
operations would be largely unaffected. This option essentially
refiects the current policy of the LPRL system and the historical
actions of the LPRL board and management in fund shortfalls. The
strength of this approach is the directness with which it assigns
accountability for a funding shortage. Only the locality which is
unable or unwilling to fund the library is affected. Services
throughout the rest of the system do not have to suffer.

Therz are at lesast two sevicus weaknesses to this apprcach.
First, loca! branc-es are more vulnerable tc inconsistent funding
patterns, which are direcily dependent on the local ability or
wiilingness to fund the library. As local funding fluctuates, the
ability of the library to plan future projects is diminished.

Second, this option alicws variations among similar
empioyees in pay and benefits, which can result in poor employes
morale and the development of management problems.  As mentioned
garlier, some of these concerns were expressed 1o the study fteam by
LPRL empioyess during the review.

Regardiess of the option chosen by the LPRL beard, specific
previsions should be included in a new regicnal contract fto avoid
future policy fluc-uations and misunderstandings. The overall lack
of specificity in the current agreement has exacerbated
commonications problems cutlined eariier in the report, both within
the system and between the system and local governing officials.

In the pas?Z, reductions in library hours and services were
impiemented with litrie communication or understanding of tha
ratignaie behind the reductizns. The lack of a formal written policy
to hangle these matters ha. placed the regional library director in
the difficult position of attempting toc Justify fluctuating board
policies fto local officials and patrons. Although steps have been
taker during the most recent fiscal year to minimize the perception
that the regional library was implementing unanticipated service
reguctions or changes in library policies, guidelines should be
formalized in a new regicnal agreement and communicated to
participating localities. These steps should help reduce the
confusion surrcunding the LPRL's financial activities.

Rezcommendation (123, The LPRL board of trustees should
consides the adoption of a unified regional classification and pay
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n. Af a minimum, the LPRL bhoard of trustees should revise the

reguirements of Seciion 42.]1-41 of the Code of Virginia. As part
5 revisicn, the agreement should specify (1) the method
utilized to allocate funding responsibility to the participating
localities, (2} methods to address local fund deficits and surpluses,
(3} system policies for funding employee benefits and salary
adjustments, (4) ownership of buildings and other fixed assets, and
(8) system provisions for localities choosing to withdraw from Lhe
system and methods for dishursing system property and liguid assets.
The provisions of the new igreement should then be communicated to
the lccai governing bodies by their representatives on the LPRL board.

s Acguisition and Budget Development Procedures
He Improved

Materials acguisition and budget development are two of the
maiar region:i headguartfers functions. Currently, these functions
are being conducted with minimal establisned procedures and
plarning. Materials acquisition is conducted without specified
t or prigrities, which could contribute to disproportionate
itures on cerifzin types of materiazls. Similarly, budget
rment appears Yo rely excessively an historical reverue angd
iture trends, with Tittle attention to long-term pianning and
the economic conditions of the participating local governments,

Materials Acguisition Procedures. Fach of the thres
librarians working in the regional headguarters has specific
materiats selection responsibilities. AVl materials, inciuding books
ang videctapes, are purchased based on published reviews of the
materials The reviews generally describe the content of an item and
attergt to provide some indication of the item's quality or
suttakility for library purchase. Reviews will also indicate if a

particuiar item s best suited for a wide audience or involves
specialty topics, which are more appropriate for particular audiences
(e.g., books on flora for a specific region’.

Once the decision is made to purchase a particular item, the
person selecting the materials then determines how many copies of the
item to purchase. These decisions are based on the individual needs
of =sach participating library and the resources available. If an
item is selected for a particular library, the expenses associated
with the purchase and delivery of that item are apportioned to the
appropriate library.

Howevsr, there is no plan for materials acguisition.
Budgeted amounis or priorities are not established for the different
tyves of materiais (e.g., adult books, juvenile books, videotapes) as
part of the budget planning proces:. Conseguently, it is possible
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for one type of material to dominate purchasing at the expense of
purchasing other types of materials.

One area in which this practice has caused concern is in the
purchasing of videotapes for the library. The decision for libraries
to purchase videotapes remains controversial within the library
community, particutarly regarding the purchase of so-called "popular”
movies. Proponents argue that popular videotapes attract people to
the libraries who otherwise would not come. Even if these people do
not use other library services, proponents believe that the children
brought to the library do check out books and participate in other
Programs.

Cpponents assert that while videotapes may have some
cultural valye, they defract from the libraries' primary purpose,
which is to promote reading. Critics note that videotape purchases
use funds better spent on bocoks and places the library in competition
with local videotape rental retailers.

Until Janusry 1930, the LPRL purchased videotape copies of
newly-released movies for the system. At that time, the LPRL board
placed a six-month moratorium on videotape purchases. MWise County
was later exempted from the moratorium because it was the only county
with local funogs earmarked for materials purchases.

Library systems throughout the State vary widely regarding
whether or not to purchase videotapes. The determination should be
based on an assessment of community needs and expressed desires
regarding the functions of the library system. In addition, the
potential for placing the library in competition with privately-owned
videctape rental outlets should be examined. Interviews with the
library director and board members indicate that local videotape
rental mevchants have complained about the degree to which the LPRL
is involved in obtaining newly-released movies on videotape.

Statistics compiled by the VSLA indicate that the LPRL owns
over four times as many videotapes as the regional library with the
next largest collection (Table 10). Only Fairfax County has more
videos. The statistics indicate that in FY 1989, the LPRL added
3,778 fewer new bocks than the average number purchased by other
similar sized regional libraries.

LPRL staff assert that much of the failure to add new books
resulted from expenses related to the LPRL computer project, which
are costs which the other libraries did not incur. However, of the
State aid dedicated solely to materials purchases in FY 1989, the
LPRL devoted a significantly larger portion of its expenditures to
audio-visual purchases {(which are largely comprised of videotape
purchases) compared to the other libraries.
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Table 10

COMPARISON OF LPRL WITH SIMILAR REGIONAL LIBRARIES--
VIDED CCOLLECTIONS AND NEW BOOKS ADDED YO COLLECTIONS

FY 1989
% of State
Population Books Aid for
Videos Served Added  Audic-Visual*

LONESOME
PINE 13,459 119,300 8,15% 32.5%
Central
Ragpahannook 3,009 129,400 18,971 1.8
Jefferson-
Madison 1,420 144,000 11,167 0.0
3lue Ridge £00 893,700 10,179 10.3
Pamunke y 509 79,700 12,788 6.2
Rockingham 361 102,600 £,579 2.8
AVERAGE
(Comparator
Litraries) 1,180 109,880 11,937 §.2°%

*incluges videotanes, films, filmstrips, slides, recordings, compact
discs, etc.

Source: JLARC analysis of Virginia State Library and Archives, 1988-1989
tatistics of Virginia Pubiic Libraries and Institutional
Libraries, FY 1989 Financial Statements.
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Table 11 demonstrates that since 1985 the LPRL has used an
average of 36 percent of its State aid funding for purchasing audiovisual
materials, including videotape purchases. There are currently no
guidelines for the purchases of videotapes utilizing State aid
funding.

Given the controversy surrounding the purchases of
videotapes and the potential confiict with private businesses, the
State Library Board and the LPRL should proceed more cautiousty in
this area of materials acguisition. Three measures shouid be
employed to address the issue of videotape purchases.

First, the State Library Board should determine the
proportion of State aid funding that can be utitized for the purchase
of videctapes. This will help ensure that pricrities for purchasing
materfals are established and that certain segments of 1ibrary
collections do not unexpectediy suffer due to expenditures in other
areas.

Secong, in the interim period, the LPRL shoulid conéider
adopting a guideiine specifying the proportion of State aid funding

Table 1

LPRL AUDIO-VISUAL AND BOOKS PURCHASES USING STATE AID
FY 1985 - FY 1989

Fiscal Total State Amount Spent on Amount Spent on

Year Atd for Materiais Audio-Visual (30 on_Books fx 3
1985 $243,779 $80,294 (33%)  $145,057 (60%)
1986 182,478 £§9,704 (38 ) 90,818 (50 )
1987 181,586 56,114 (31 104,378 (57 )
1988 167,918 81,187 48 ) 63,802 (38 )
1889 193,123 _62,735 (32 ) 103,430 {54 )
AVRRAGE &l 0001 6w $10147 0 (2D

* inciudes films, fiimstrips, slides, videotapes, recordings, compact
discs, etc.

Source: JLARC Analysis of LPRL Financial Statements, FY 1985 - FY 1989.
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that can be utilized for videctape purchases. Local governments
could supplement the amount of State aid funding used for videotape
purchases with loca) funds, according to local asgiration.

Third, the LPRL should consider waiting a specified period
after release of a movie on videotape before purchasing it. Because
videotape price: of movies are frequently reduced after a period of
time, this action could increase the purchasing efficiency of the
library. In addition, it will relieve some of the concern of local
video rental merchants over potential library competition with their
businresses. A concern of the LPRL staff is that a policy of waiting
for lower prices could mean that some popular movie titles might not
be availahble for purchase when the waiting period is over. The
library would then be lacking a complete collection.

Recommendation (13). The Virginia State Library Board
should study the Issue of videptape purchases by libraries. Upon
completion of the study and consideration by the Virginia State
Library Bozrd, the Board should consider developing guidelines
esiablishing the proportion of State aid funds received by loca:
governments that can be used for videotape purchases. This guideline
should be established for use in conjunction with State aid funds
providel to the local governments for FY 1992.

Fprommendat ion (14). The LPRL board should consider
establishing a policy determining the proportion of State aid funds
that can be used for videotape purchases iIn FY 18%1. This policy
could include a provision allowing local governmenis to provide Iocal
funding to supplement videotape purchases. The LPRL policy should be
amended for FY 1932 to conform with the policy established by the
Virginia State Library Board. The commitment to a well-rounded
multimedis collection that remains free from the censorship of
individuals or groups should be maintained.

Recommendation (152, The LPRL board should consider
establishing a purchasing guideline reguiring that a specified period
be allowed to pass before videctape copies of popular movies may be
purchased. This waiting period should be based on a survey of
apprecriate vendors regarding their pricing, discount policies, and
avallshility.

Budget Development. During the most recent fiscal year, the
LPRL staff increased its effort to involve the LPRL board in the
budget process. More information is now provided to each board
member for monthly beoard meetings compared to previous fiscal years.
In addition, the LPRL staff have conducted "budget workdays” for
Eoard members to nelp trem understand the items included in the
budget and any adjustment: to the budget from the previous year.



However, despite efforts to enhance the involvement of tne
LPRL board in the budget development process, the current process
exhibits two primary weaknesses that should be addressed. First, the
initial proposa’ to the LPRL board is based almost purely on
historical reverue and expenditure trends. #While historical trends
do provide accurafte projections for many budget items, they do not
pravide accurate assessments of the current environment in which the
budget is being deveioped. For example, the proposed FY 1991 budget,
developed by the LPRL staff and approved by the board ¢of trustees,
included 10 percent across-the-board salary increases for LPRL staff
and the addition of medical insurance benefits. These types of
reguests do not seem realistic given the current economic conditions
of the area and the residual effects of the recent ccal strike on
local government revenues.

Analysis of the LPRL staff's proposed budgets from FY 1985
through FY 1929 suggest that the example cited above 15 not
ispiated. Requested increases ranged as high as 48.6 percent and
were 15 percent or higher five times for individual localities during
that pericd (Table 12). FY 1990 reguests demonstrated some downward
adiustment in expectations, with two modest proposed increases and
thres proposed reductions for the localities.

The second, related problem with the LPRL budget process
invoives the lack of early input by local officials. Lecal governing
officials indicated that they receive little, if any, information
regarding the LPRL budget osrior to its initial presentation and are
not censulted during the deveiopment phase of the budget.
Conseguently, as noted in Chapter I1I, 45 percent of local officials
responding to the study survey (16 of 22) reported that information
regarding the LPRL finapces was not adeguate. Seventy-three percent
{16 of 22) were uncertain how State funds are utilized for the
iibrary. The lack of information or consultation may also account
for tne overall skepticism regarding the allecation of local funds
provicded to the library, whicn was mentioned in an earlier section.

This skepticism is reflected in the large differences
betwszn the prcposed loca)l fund budgets and the final budgets
approved by the locaiities. Between FY 1885 and FY 1990, the final
approved local fung contributions for the localities have averaged
from 13.2 percent less to 20.8 percent less than the amounts
requested in propcsed budgets (Table 12). During this period,
discrepancies regularly exceeded 20 percent, reaching as high as 39.3
percent in one case.

These large discrepancies indicate that LPRL staff and board
members should attempt greater consultation with local officials
during the development of the proposed budget. This would have the
effect of opening the proces: to useful information regarding local
revenue avallability in the =arly deveiopment stages, and preventing
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1985
1985
1937
1985
1983
1990

Averags

Source:

Tahle 12

LPRL LOCAL BUDGETS--PROPCSED AND APPROVED, FY 1985-1590
Proposed % Change From Approved % Change “rom % Difference
Budget  Previous Year  Budget  Previcus Year Prop. vs. Appr.
£445,000 $415,360 -6.7%
481,500 8.2% 445 863 7.6% -7.2
522,820 8.5 477,000 6.7 -8.8
£47 000 23.8 477,000 0.0 -26.3
611,263 -5.5 493,500 3.5 -19.3
595,990 -2.5 530,450 7.5 -11.0
$550,55%6 6.5% $473,362 5.1% -13.2%
$99,804 $85,000 -14.8%
113,000 13.2% 103,500 21.8% -8.4
137,890 22.0 115,000 1.1 -16.6
142,000 3.0 115,000 0.0 -18.0
210,564 48 .6 128,000 11.3 -39.3
179,000 -15.2 131,600 2.8 -26.5
147,110 14.3% $113,017 9.4% -20.8%
$113,880 $91,645 -19.3%
134,000 17.7% G9, 445 8.2% -25.8
143,653 7.2 120,675 21.3 -16.0
156,700 4.9 130,000 7.7 -13.7
160,520 6.5 138,000 6.2 -14.0
171,800 7.1 148,009 7.2 -13.9
$145,777 8.7% $121,344 10.1% -17.1%
$8°,400 $78,000 - 9.7%
§4,000 8.8% g4 000 20.5% 0.0
111,000 18.1 96,000 2.1 -13.5
125,000 12.6 96,000 0.0 -23.2
122,724 -1.8 96,7 J 0.0 -21.8
129,000 5.1 96,000 0.0 -25.6
$111,354 B.6% $92.,667 4.5% -15.6%
JLARC analysis of LPRL proposed and approved budgets,

F¥ 1985 - FY 1930.
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any unnecessary miscommunication or confrontations between LPRL
representatives and local officials Tater in the budget process. In
addition, local officials would be better egquipped to evaluate the
budee® during the later stagzs.

Recommendation (16). The LPRL staff and board of trustees
should censult more fully with officials from the participating
localities during the development phases of the proposed budget. Aas
part of this consultation, LPRL staff should provide information on
State aid allocation, current status of the library or libraries In
the branch, and anticipated funding needs.

Library Procurement

As an entity recelving State funding, the LPRL 1§ required
to Fol'ow the requirements of the Virginia Public Procurement Act in
i es. However, until recently, purchase: made for the LPRL
re made according to a library poiicy contained in a 1986
resolution passed by the LPRL board, which reguired competitive bids
oniy for purchases over $10,000. Furthermore, the review of audit
working papers conducted by the Virginia Auditor of Public Accounts
indicated that the prior audits exami-ed did not include any testing
in the area of procurement.

The provisions of the Public Procurement Act generally
require that some type of competitive bidding be conducted for any
purchase of gocds exceeding $750 and nonprofessional services
excezding $2,000 (Exnibit 7. As the amount of the anticipated
expenciture increasss, the degree of competition and documentation
required increases. Exceptions are provided for emergency and sole
soirce purchases,

In August 1989, the VSLA sent instructions to libraries
throughcout the State system regarding their responsibilities ynder
tre Virginia Publi¢ Procurement Act. The LPRL appears to be making
an zitempt to aghere to the Act in procurement activities undertaken
since tnss notification was provided. However, documentation of any
soricitation activity prior to the recent efforts to adhere :to the
Procurement Act is minimal, which may account for the failure of the
local auditor to test in the procurement area.

Review of avallable documentation by JLARC staff did not
indicazte any significant problems in the procurement activities of
the LPRL., However, the iack of documentation made thorough review of
LPRL procurement activities difficult. In addition., the
long-standing practice of not requiring that multipie sources be
solicited for relatively major purchases increases the chances that
the LPRL is nct obtaining the most competitive prices for large
purchases of goods and services.
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Exhinit 7
SUMMARY OF PROCUREMENT PROCEDURES

I. Small Purchases

Nonprofessional

Goods and Printing Services Procedure

Less than $750 Less than $2,000 Competition not reguired.

$750 to $3,000 $2,000 to $5,000 Solicit three valid
sources by phcne or in
writing. Services reguire
either telephone bidding
procedures or informal
solicitation.

$3,000 to $15,000 $5,000 to $15,000 Solicit minimum of four
sources in writing.

Used Equipment (That which Under $15,000 competition

has besen previously not required. Over

owned and used. It does not $15,000 use same proce-

inciude demonstration or dure as required for

factory rebuiit or remanu- any other purchase.

factured egquipment.)

17, Competitive Sezled Bidding or Competitive Negotiation
Code of Virginia 11-37 and 11-41A
Nonprofessional

Good: and Printing Services Procedure

Required for Reguired for purchases  Solicit minimum of six

purchases over over $15,000; can be sources in writing. Use

$15,000; can be used for lesser one of the following

used for lesser amounts. methads:

amounts.

1-Competitive sealed
bidding

2-Two step competitive
sealed bidding

3-Competitive negotiation.
A written justification
fs required for use of
#2 or #3 instead of #1.
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Exhibit 7 (Continued)
SUMMARY OF PROCUREMENT PROCEDURES

11I. Excepticns to Competitive Procurement
Code of Virginia 11-41 D&E

Nonprofessional
GCoods ang Printing Services Procedure
Emergency Emergency Competition required as
Health or safety Health or safety or practicable. Procure
or equipment in equipment in jeopardy directly, reguires written
jeopardy justification.
Sole source Sole source Reguires written justifi-

cation. Must be approved
in advance by the agency
head or their designee.

Scurce: Department of General Services, Division of Purchases and Supply
July 1, 1989.

Recommendation <{I7). The LPRL should adhere to the
requirements of the Virginia Public Procurement Act for all relevant
purchases, as prescribed by the VSLA. Future audits performed on the
LPRL financial records should include testing In the area of
procurement.
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[V, EFFECTIVENESS OF LIBRARY OPERATIONS AND SERVICES

To assess library operations and effectiveness, JLARC staff
utilized two princinsg’ approaches:

s surveys of the key constituents of the LPRL (patrons,
trustees, local government officials, and staff)

e assessments of 13 professional 1library performance
measures in conjunction with staff of the Virginia State
Library and Archives (VSLA).

The convergence of results from these approaches,
corroborated by JLARC field observations at each site, indicate that
Tibrary operations are, on the whole, effective.

Survey results indicated that all four constituent groups
were satisfied with library services. The VSLA assessment of
professional library performance measures indicated that most
branches were acceptable or better on most measures.

SATISFACTION WITH LIBRARY SERVICES

Four groups associated with the LPRL -- patrons, trustees,
staff, and loca’ officials -~ were surveyed to obtain their opinions
regarding the services provided by the regional Tlibrary system.
Resporises from each of these groups indicated general satisfaction
with Tibrary services. (Copies of the surveys annotated with
response frequencies are contained at Appendix E.)

tlser Satisfaction With LPRL Services

Overall, Tlibrary users appear to be satisfied with the
services and collections of the LPRL bhranch facilities. A total of
587 users -- approximately one-third of the 1,800 surveys that were
maiied -- responded to the survey of registered library patrons. In
addition to a series of questions regarding which branches of the
LPRL they used and how often, patrons were asked to indicate which
library collections and services they used. Then, patrons were asked
t¢ indicste whether they thought the services or collections were
adeguate or inadequate.

Survey responses indicated that the great majority of users
of LPRL collections were satisfied with the collections (Table 13).
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Most often used were the video, non-fiction, fiction, and paperback
collections. Least often used were the collections of art work that
are available for loan in most branches and library programs for

children. However, in all caser the great majority of patrons who
used a particular service or coiiection indicated they were adeguate.

In addition to user surveys, JLARC staff received a number
of unsolicited comments from area residents in support of the LPRL.
One individual wrote to JLARC that the library director "has
deveioped her system to the ultimate and moved with the times! When
mary libraries are dying on the vine, Lonesome Pine is a 'light on
the hill'1e

LPRL Staff Satisfaction With Services

Similar to the survey of library users, responses to a
survey of LPRL regional and branch staff indicated their general
betief that the services and c¢ollections of the system were
adeguate. A total of 50 staff responses were obtained to the

Table 13

RESPCNSES TO LPRL USER SURVEY:
ADEQUACY OF SERVICES AND COLLECTIONS USED

Users

Coliection/ Number of  Percent of Ranking Percent of

Service Users Total Adeguate Users
Videos 387 65.9 298 17.0
Non-fiction 341 58.1 277 81.2
Fiction 339 57.8 304 89.7
Paperbacks 318 54.2 288 90.5
Children's Books 248 42.3 213 85.9
Staff assistance 216 36.8 185 85.7
Magazines 203 34.6 173 85.2
Reference Collection 196 33.4 155 79.1
Bocks-by-mail 192 32.7 165 85.9
Records and tapes 127 21.6 100 78.7
Children’'s programs g5 16.2 88 92.6
Art work 76 13.0 64 84.2
N = 587

Source: JLARC staff survey of LPRL patrons, 1990,
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survey of this group. In all cases, a majority of staff indicated
that the services and collections used by patrons were adeguate
(Table 14).

LPRL staff wer¢ also asked fto rate the services that the
LPRL provides to their community. Most of the LPRL staff -- 88
percent -~ indicated these services were either excellent (54
percent) or good (34 percent) (Tzble 15). These responses were
similar tc those obtained from members of the board of trustees and
local officials in the LPRL service area.

Library Tryustes Satisfaction With LPRL Serviges

Although several members of the board of trustees expressed
some concerns with the operation and management of the LPRL system,
the majority indicated general satisfaction with library services.
Each member of the LPRL board of trustees received a maijl survey.
Trustees were asked to respond to several gquestions regarding a
variety of issues related t¢ their own library use, decision-making,
funding, and services of the LPRL system.

Table 14

RESPONSES TO LPRL STAFF SURVEY:
ADEQUACY OF SERVICES AND COLLECTIONS USED BY BRANCH PATRONS

Number
Coilection/ Ranking Service Percent of
Service Adeguate Staff
Videcs 46 g2
Non-fiction 34 68
Fiction 48 86
Paperbacks 49 98
Children's boocks 43 86
Staff assistance 36 72
Magazines 37 74
Reference ccllection 29 58
Records and tapes 32 64
Children's programs 45 90
Art work 39 78

Souvrce: JLARC staff survey of LPRL staff, 1990.




Table 15

RESPONSES TC STAFF SURVEY:
ADEQUACY OF LPRL SERVICES FOR COMMUNITY

Percent

Questign Response of Total
How would you rate the Excellent 27 54
services of the Lonescme Good 17 34
Pine Regional Library Fair 5 10
for your community? Poor ] 2
Totals 50 100

N = 50

Source: JLARC staff survey of LPRL staff, 1990.

A11 eleven of the trustees refurned their surveys. Responses
indicated general satisfaction with the LPRL. Over G0 percent of the
trustees rated the services that the LPRL system provides for their
communities as excellent or good (Table 16). Only one trustee gave
the system a fair rating in this category.

Local Official Satisfaction With LPRL Services

Loca! officials also indicated their overall satisfaction with
the LPRL in a survey regarding its operations and services. The
tocal officials group included the members of the boards of
supervisors in each of the four counties in the LPRL system, city
council members {n the City of Norton, as well as county
administrators and the Norten City manager. Responses from this
group indicated general, yet more varied, levels of satisfaction with
the system than the other groups that were surveyed (Table 177.

Thirty-two surveys were mailed to local officials. A total of
22 local officials -- approximately 69 percent -- responded to the
survey. More than three-guarters of this group rated the services
provided by the LPRL in their communities as excellent or good.
However, five local officials (23 percent) believed the services were
only fair.
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Table 16

RESPONSES TO TRUSTEE SURVEY:
ADEQUACY OF LPRL SERVICES FOR COMMUNITY

Percent

Question Response of Total
How would you rate the Excetlent 4 36
services of the Lonesome Good & 55
Pine Regionmal Library Fair 1 g
for your community? Poor 0 0
Totals 1 100
N=1
Source: JLARC staff survey of LPRL trustees, 1990.

Table 17
RESEONSES TG LOCAL OFFICIAL SURVEY:
ADEQUACY CF LPRL SERVICES FOR COMMUNITY
Percent

Question _ Response of Total
How would you rate the Excellent 8 36
services of the Lonesome Good 9 4]
Pine Regicnal Library Fair 5 23
for your community? Foor 0 0
Totals 22 100
N = 22

Source: JLARC staff survey of local officials, 1990,
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EFFECTIVENESS OF LOCAL BRANCHES

Six factors (encompassing 13 professional library performance
measures) were analyzed for each branch to determine the
effectiveness of the LPRL in serving its region, including: (1)
physical characteristics (such as huilding attractiveness,
accessibility, and ‘focation); (2) operating hours; (3) services: (4)
coliections and collection access; (5 circulation; and (&) public
awareness. In addition, three services provided at the regional
headguarters -- the bocks-by-mail service, technical services
operations, and planning -- were analyzed to give a comprehensive
assessment of the LPRL system.

Cn the basis of this analysis, the LPRL appears to have an
effective library system (Exhibit B8). However, there are issues
within each brzanch, as well as within the system as a whole, which
impede cptimal effectiveness. Selected problems with structural
geficienctes, 1inadeguate operating hours, limited services,
collection maintenance, declining circulation, and insufficient
pubiic aw=reness should be addressed by the branch libraries.
Similarly, regicnal operations could be enhanced through expanding
reference services, books-by-mall services, and planning activities.

Phyzical Charagteristics

The LPRL has nine branch facilities that range from
well-desigred contemporary structures to a former bookmobile that has
been parked on blocks by the side of U.S. Route 58. Most of the
branches are centrally located within their communities and easy to
Tocate.

Although most branch libraries displayed acceptable physical
characteristics, problems exist in some structures. The most notable
physical characteristic problems exist at the Rose Hill Public
Library, located in the town of Rose Hill in Lee County. This
facility is the smailest branch in the LPRL system. The branch is
actuaily a former bookmobile, which has been parked just outside the
center of town. The branch has no permanent collecticn, nor is the
building accessible to the handicapped.

Other branches in the LPRL system appear to have physical
characteristic problems in three primary areas: (1) overcrowding and
structural problems, (2) handicapped access problems, and (3) lack
of adeguate signage. These problems should be addressed by the LPRL
board in order to improve physical conditions throughout the library
system.

Qvercrowd ng and Structural Problems, Several of the LPRL'g
branche:z are housed in attractive, well-designed facilities. Most
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Exhibit 8

Comparison of LPRL Branch Effectiveness
with Professional Library Performance Measures

Performance Big Stone | Rose Scott
Measures: Gap | Coeburn = Dickenson Haysl | Lee Hilt St Payt County Wise
physg L et e e A i ,, |
Convrience ol Locaion | @ | @ e O e O, 0| 0| @
Handicapped Access - O. - [ - ) ') O -
Parking @ o O O O ® Y - @
Buiding Appeal O Y O o O o L O O
Operaling Hours = - = ® - o @ * -
Services @ -] @ < - o -] < O
Cotlectlons:
Range of Materials O @ O @ O o @ O O
Popular Library @ @ O O @ O O O O
Reference @ @ - @ @ ® @ @ @
Non-Print O O O O O ® O O O
Coflection Access @ @ @ O @ ® @ @ O
- Clreutation (Book) o o o O o o @ ® ®
Public Awareness - O @ O ® o O @ O
Key It'o symbolsi‘: _'O Good/Effective @ Acceptable ® Improvem'ents Needed
* Moving to new facility,

Source: Virginia State Library, Library Development Division analysis, 1990,




are well-lighted and provide a comfortable environment for all types
of library use. In addition, overcrowding and physical structure
limitations are being addressed in the St. Paul and Coeburn branches
through anticipated moves to larger facilities. (The Coeburn branch
has moved since the JLARC review.)

However, overcrowding is a coniinuing problem area for the
Haysi and Rose Hill branches. The Scott County branch also may soon
experience space limitations within its adult book areas. A varijety
of other crowding and structural problems were noted during the
review (Exhibit 9). Among the serious structural defects and
inadequate climate control systems are the following:

The Lee County Public Library suffers some of the most
severe problems of any physical structure in the LPRL
system. The building was constructed above a system
of underground caverns. Because of the way the
structure Is settling, walls have cracked and the
floor has sunk approximately six Inches.

Some of the overcrowding problems can be addressed through
bock weeding and adjustment of furniture and shelving. (These issues
will be addressed later in this chapter.) More serious structural
problems, such as those being experienced in the Lee County branch,
should be monitored by local safety officials and addressed in the
LPRL's long-range planning.

Handicapped Access Problems. Handicapped access s a
particular concern for public libraries and is one of the goals of
the VSLA. However, according to the 1990-1994 Long-Range Program for
the Development of Virginia's Libraries, which is issued by the VSLA,
21 libraries in the State reported that they were either totally or
partially inaccessible to the handicapped.

Six of the LPRL libraries exhibited good or acceptable
handicapped access, despite some minor problems (Exhibit 10). Three
libraries, including the Rose Hill branch, presented formidable
handicapped access problems which should be corrected where possible.

Lack of Adeguate Signage. The issue of inadequate signage
exists throughout the LPRL. {Lurrently, few collection areas are
adequately designated by signage. Improved interior signage would
also help direct patrons to the correct terminals when checking out
or returning books. Some external identification with the LPRL fis
also needed for each branch. Particular problem areas noted by VSLA
and JLARC staff are presented in Exhibit 11,

Recommendaticn (18). The LPRL board of trustees and
managemenit should comprehensively assess space reguirements for each
branch In the system every five years. The results of these
assessments should be reported in writing to local officials, library
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Exhibit 9

OVERCROWDING AND STRUCTURAL PROBLEMS NOTED IN
[ PRL BRANCH LIBRARIES

granch Brobiem(s)

Jornie B, Deel e Heating system creates considerable noise.
(Clintwood?

Haysi e Small building results in gererally crowded
conditions and lack of seating.
e Adegquacy of air conditioner guestionable.
e Interior walis in need of repair.

Lee County e Cracking walls and floor, resulting in
possible future building instability.
* Space for adult collection limites.

90
()

unty e Space for adult coliection is limited.
e NO separate sforage room for che facility,
resulting in crowded work conditions.
e Power cables for computer poorly installed,
resulting in possible public hazard.

Scott

St. Paul o [imited seating areas, narrow aisles.
o Space for entire collection Timited.

Wise e Numerous roof leaks.

Source: JLARC aralysis of VSLA review of LPRL facilities, 1990.

trustees, and friends groups. In addition, handicapped access should
be improved at the branch in Clintwood and should be provided for the
new location of the St. Paul branch. Also. the LPRL should ensure
that adeguate Iinterior and exterior signage exists throughout the
system.

Operating Hours

Limited operating hours pose a probliem for the LPRL. The
nine branches of the LPRL are open a total of 443 hours each week.
Compared to the 12 other public libraries in the State serving
similar-sized popuiations, the LPRL has the third largest number of
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Exhipit 10

HANDICAPPED ACCESS PROBLEMS NOTED IN
LPRL BRANCHK LIBRARIES

8ranch Problem(s)
Jonnie B. Deel e Curb between handicapped parking space and
(Clintwood) front walkway requires wheelchair-bound

patron to use street sidewalk.

Hays e Crowded library interior would provide
maneuverability problems for wheelchair-
bound patron.

St. Paul * No handicapped parking or access.
C. Bascom Slemp e Pot hole at the beginning of the
handicapped access ramp.
e 170-foot travel distance from handicapped
parking to main entrance.

Source: JLARC analysis of VSLA review of LPRL facilities, 1890.

Exhibit 11

SIGNAGE PROBLEMS NCTED IN
LPRL BRANCH LIBRARIES

Branch Problem(s)

Jonnie B. Deel e No signs to direct patrons to the

{(Clintwood) appropriate work station at circuliation
desk.

Lee County ¢ No signs to direct patrons to the
appropriate work station at circulation
desk.

Scott County ¢ No exit signs over the rear emergency
exit and the door in the staff lounge
area.

Source: JLARC analysis of VSLA review of LPRL facilities, 19%0.
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public service hours. However, among this same group of libraries,
the LPREL aiso has tne second lowest number of unduplicated hours,
defiped as tne hours that one branch in the system operates while
others remain closed. Ffrom a library user's perspective, a low
number of undupiicated hours means that options are limited when it
comes to finding an alternate branch that is open when one’ ¢ regular
branch is closed. In addition, 70 percent of the LPRL's branch
operating hours occur Monday through Friday between 8:30 AM and 5:00
PM, which is the norma! workweek for many people. Considering the
travel distance and time between branches in the LPRL service area,
Tibrary operating hours may not be optimal for patrons who work a
normal workday.

Within the LPRL system, the MWise branch has the largest
number of operating hours (81), including three hours each Sunday and
evening hours (until 8:30 PM) on Tuesdays and Thursdays. Five
branches are open 54 hours, while one branch is open for 51 hours and
ancther for 44 hours. The Rose Hill branch is open only 17 hours,
NCWEvVET .

Responses fto a survey of library users indicated tnat, of 14
pcssible changes which the LPRL might make to increase patron use of
the library system, increased operating hours would be the first
choice of patrons (Table 18). LPRL users selec*ed this possible
change by a factor of almost two-to-one over the next most freguently
dezired change -- more videos.

Increased operating hours for LPRL branches would
undoubtedly reguire additional funding resources. Given the past
difficulties the LPRL has experienced with obtaining additional funds
from some localities in its service area, increased operating hours
might not be feasible. Another alternative that should be considered
i rescheduling operating hours so brancnes begin operating later in
tne ¢gay and remain open later in the evening. This would provide
pecple who work until 5:00 PM or later a better opportunity to use
their local branch libraries.

Recommendation (I8). The LPRL board of trustees may wish to
revise cperating hours to ensure that each branch is open until 8:00
PM a minimum of three nights each week.

Services

Generally, all branches within the LPRL system offer a
similar assortment of services. These services are basically of four
types. including: (1) childrens programs, such as storytime an¢
summer reading; (22 inter- and intra-library loans; (3) reference;
and (£} public meeting rooms.
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Table 18

RESPONSES TO LPRL USER SURVEY
ONE CHANGE TO MOST INCREASE LIBRARY USE

Possible Number of Percent
Changes Patrons of Total
Increased Hours 143 24,4
More videos 75 12.8
Other 37 5.3
More books for aduilts 34 5.8
Liprary programs for adults 28 4.8
Bookmobile service 26 4.4
New, more convenient locations 24 4.1
No change neCessary 23 3.9
Betrer information service 20 3.4
More 1library programs for teens 15 2.5
Mocre tibrary programs for children 14 2.4
More books for teens 11 1.9
More staff 9 1.5
More books for children 7 1.2
More records and tapes 7 1.2
More ari wWork 7 1.2
More special services 5 0.8
NG response 102 17.4
Totals 587 10¢.0

Source: JLARC staff survey of LPRL patrons, 1950,

Similar childrens programs are offered in each branch with
the exception of Rose Hill. No storytime program can be offered at
this facility (a small parked bookmcbile), and the summer reading
program is held off-site in a local church. Inter- and intra-library
loan programs appear adequate. Additional support for intra-library
loans between branches will be developed when all branches complete
their conversicn to the computerized cataloguing system. Currently,
branches offer minimal programming services to adults. In addition,
branches only offer minimal outreach services to the elderly. These
areas shouid be explored for further program development in the
system.

Children’s Services. Story hours for pre-school aged
children are offered by most LPRL branches three days each week
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dguring the school year. Currently, Rose Hill is the only branch
which does not offer a storytime service. In addition, all the LPRL
branches, including Rose Hill, offer a summer reading program for
school-aged chiidren during the summer vacation months. Several
branches also offer library tours to school groups.

Children's services are coordinated at the regional
headquarters by the technical services librarian. Basically, the
regional headguarters establishes the content, as well as providing
resources and staff training, for children's services. Branch staff
actuatly conduct the programs, however.

Inter- and Intra-library lLoans. Each branch in the LPRL
system provides patrons with an opportunity to borrow books owned by
otner branches in the system or from other libraries in the State.
The inter-library loan service is a reciprocal program. Patrons can
obtain books that are not ownes by the LPRL system, and patrons of
other iibraries may borrow books cwned by the LPRL system. The main
source of information for the inter-library loan program is the
Cataiog of Virginia Library Resources (CAVALIR), which identifies
books and their locations across the State. The CAVALIR system is
based on microfiche and is available in each branch.

Intra-library loans allow LPRL patrons at one branch to
receive in their local branch books which are owned by another LPRL
tranch. The computerized cataloguing system which 1is being
established in each LPRL branch will assist with intra-library loans
by heiping branch staff to determine immediately if a desired book is
currently available at another branch in the system. Usually the
Wise branch, becsuse it has the largest collection within the LPRL
system, is the major resource for intra-library loans.

Reference Services. Al)l LPRL branches mainftain reference
collections consisting of various encyclopedias, dicticnaries,
directories, indexes, and statistical abstracts. Library patrons may
use the reference collection on their own or request assistance from
branch staff.

When asked reference questions whizh they cannct answer,
branch staff usually call one of the professional librarians at the
regional headgquarters. Depending upon the nature of the request, the
answer may be provided immediately or it may require considerable
research and a return call from the preofessional librarian.
Occastonaily, the librarian may call ancther library, such as the
Clinch Valley College Library, to answer the patron's question.

Public Meeting Rooms. Three LPRL branches -- Clintwood, Big
Stone Gap, and Lee -- are equipped with conference rooms which may be
used for public meetings. LPRL policies and procedures limit
non-library use of these rooms to local non-profit organizations for
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educational, cultural, or civic meetings that are open to the general
public.

Services in the Wise County Public Library could be improved
with additional meeting room space for library-sponsored programs and
community activities. <Currently the art gallery, which technically
is not part of the library, is used for some functions. However,
scheduled events in the gallery make it impractical as a reliabie
venue for adult services or as a meeting room for community groups.

Adult Programming Is Minimal. Currently, there are few
programs targeting adults within the LPRL service area. Also, other
than the books-by-mail service, there are only limited outreach
services to patreons who are homebound, in nursing homes, or who
reside in other locations where handicapped or disabled people are
found.,

The possibiiity of increasing services to these specific
groups should be explored through a needs assessment process. The
VSLA §s able to provide support and technical assistance to conduct
appropriate needs assessments. In addition, mode! programs in other
regions could be researched through the VSLA to determine their
appiicabitity to the LPRL region.

Recemmendation (20). The LPRL system should Improve Its
services In several areas. These Include both In-Ilibrary and
outreach services. Needed improvements In services should be
determined through a system-wide needs assessment emphasizing
specific segments within the service area and developing service
pricrities.

Collections

The colilections at the LPRL branch libraries include book
ard non-hock materials in a variety of formats. The primary book
formats include: (1) adult fiction and non-fiction hardbacks: (20
children’s fiction, non-fiction, and easy readers; (3) reference
works: (4> large print books; and (5) popular paperbacks. The
non-book formats include audio records and tapes, video cassettes,
filmstrips, microfilm, art prints, and sculpture.

Most book and non-book collections are catalogued. Popular
paperbacks, which in FY 1983 accounted for over 106,000 volumes
throughout the LPRL system, are not catalogued. According to
personnel at the VSLA, this i1s consistent with procedures at most
libraries. The total number of catalogued books in the LPRL system
exceeded 370,000 in FY 1989. The system had 251,691 catalogued adult
bocks. 118,509 catalogued childrens books, and 106,521 uncatalogued
paperbacks. The total number of video cassettes in FY 1989 was
13,465,
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With the exception of reference works and the latest
editions of newspapers and pericdicals, most items in the book
collections may be borrowed by patrons. Non-book coliections are
also generaily available for circulation except microfilm and
scuipture.

Analysis of the collections in the LPRL branches by staff
from the VSLA indicated collections in several libraries require
“weeding" (the review of the collection to remove old, outdated,
and/or duplicated books) in the near future, which could help relieve
¢rowding probiems in those libraries. In addition, improvements are
needed in reference works throughout the system. Coilections in most
other formats were good to adeguate. (Twop branches, Haysi and Rose
Hill, do not own permanent collections.s

Collection Weeding. Collection weeding serves at least two
purposes for libraries. First, weeding of a collection helps ensure
that space set aside for materials is being utilized efficiently.
Muitiple copies of oider, less circulated books do not take space
better occupied by more popular or newer materials. Second, weeding
can help relieve space problems experienced by libraries which have
not urtdergone a weeding process for a period of time. Collection
weading should generally only be performed by a certified librarian.

Review of the collections of the _PRL branches revealed that
weeding 1s needed in at least some sections of four libraries
(Exhibit 123, For example:

A shelf of books selected at random in the subject
areas of Physics, Chemistry, Geology, Meteorology, and
others revealed that none of the 21 books had a
copyright date later than 1975. This does not mean
that the library does not own newer titles, however,
it does show that valuable shelf space is used to
house out-of-date material, particularly In the
subject of chemistry. This observation was not as
proncunced Iin the social sciences, which had a larger
number of newer titles on the shelves.

The VSLA's document Planning for Library Excellence states
that professional collection techniques, including weeding, should be
undertaken regulariy to ensure maintenance of appropriate
coliections. Reguiar weeding procedures should be implemented for
the libraries mentioned in Exhibii 12 as socon as possible and,
ultimately, for all libraries in the system.

Updating Reference Materials. Libraries often serve as the
community resource for current information on a wide variety of
topics. Maintaining up-to-date reference materials is an important
factor in local libraries being able to perform this function.
Review of the reference collections in LPRL branch libraries
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Exhipit 12
LPRL BRANCHES REQUIRING COLLECTION WEEDING

Branch Part of Collection

Lee County s All areas of the
collecticn.

Scott County o ATl areas of the
collection.

Wise County e Children's collection.

C. Bascom Siemp s Adult collection

Scurce: JLARC analysis of VSLA review of LPRL facilities, 1990.

maintaining reference materials (Rose Hill does not maintain
reference materials) revealed that reference collections in three
branches reguire improvements: Haysi, Coeburn, and St. Paul. In
particular. VSLA staff recommend that serious consideration be given
to expanding the Haysi reference collection. However, areas of
outdated reference materials were noted throughcut the system,
including the HWise County reference collection, which is intended to
serve as the regicnal reference base.

Recommendation (21). Collections in most branches need to
be weeded. Weeding should be done under the direction of a
professioral librarian. If the professional librarians on the LPRL
regicnal staff do not have the time, consultants in the library
community whko Specialize In weeding collections should be utilized,
These consultants could be hired periodically, for example every fjive
to six years, to weed collections in the LPRL branches. In addition,
reference books in the branch libraries should be evaluated and
updated as needed.

Circulation

In library terms, circulation refers to the cycle of loaning
hooks and other materials to patrons and the return of these items to
the library, so they may be loaned again. Libraries maintain
circulation statistics to tell them how many ftems are being used in
this lcan-return-loan cycle. In addition, circulation statistics can
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help the licrary to determine which materials are most often being
ysed by patrons.,

Total c¢irculation, or the number of items flowing in and out
of the library ir a certain time period, 15 one way of demonstrating
Tibrary effectiveness. Using additional measures in conjunction with
total circutation statistics, such as the turnover rate of materials,
per <(apita use, and comparisons hetween collection levels and
circulation, help to increase understanding of what circulation means
for library effectiveness.

Anzlysis of these measures indicated mixed results for the
LPRL.  Total circulation of materials has increased over the
seven-year period from FY 1983 to FY 1989. However, in most
branches, the increased overall circulation only reflected a large
increase in video cassette c¢irculation. Book circulation in most
brancnes declined. Turnover rates showed a stight but steady decline
over the same pericd. Per capita use and the Comparison between
holdings and circulation were acceptable.

Total Circulation. Circulation statistics from the LPRL
show that between FY 1983 and FY 198G, tne number of items borrowed
through the nine library facilities increased from 787,879 to
1,123,221 (Table 19). This represents approximately a 43 percent
increase in total circulation. In FY 1989, the LPRL system
circulated 9.86 items for each person in its total service area, as
compared to the statewide average of 6.66 items per capita.

Analytis of these statistics demonstrates, however, that
during thig seven-year period acdult book circulation decreased by
four farcent, and juvenile book circulation decreased by more than 30
percenc. These combined for an overall decrease in book circulation
of 13 percent. Some of the decrease could be attributed to improved
circulation data as a result of automation.

On the basis of 1its year-to-year decline in book
circutation, the LPRL compares ltess favorably to other libraries in
the State serving similar size populations. Although the VSLA could
only provide statistics for fiscal years 1983-1988, these data
demonstrated that the LPRL was the only library system serving a
population between 100,000 to 189,999 whose book circulation
decreased every year since FY 1984,

With the exception of video cassettes, non-book circulation
decreased by &9 percent during the same period. 1In contrast to other
materials, however, circulation of the new video collection increased
dramatically. In addition, the trend of video circulation increasing
as bock circulation decreases appears to continuing. Indeed, two
branch libraries (Coeburn and St. Paul) circulated more videos in FY
18989 than total books (Appendix F).
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Tabie 19

LONESOME PINE REGIONAL LIBRARY SYSTEM
CIRCULATION OF BOOKS AND NON-BOCKS BY TYPE OF MATERIAL

Fiscal Adult Juvenile Video Jther Total
Year Book s Book g Cassettes Non-Book s Circulation
1983 430,817 256,046 7,884 33,132 787,879
1984 506,974 242 446 44 B34 30,493 824,749
1985 502,073 228,257 132,338 24 699 887,365
1986 493,418 226,874 190,066 18,712 930,070
1987 491,780 207,940 346,851 15,748 1,062.31%
1988 483,259 201,396 458,665 11,173 1,154,493
1585 472,806 178,335 461,724 10,356 1,123,221

TOTALS 3,441,125 1,541,284 1,542,364 145,313 6,770,096

Source: VSL and JLARC staff analysis of LPRL circulation statistics,
1890,

Two factors appear to account for the extremely high
increase in video circulation. First, in FY 1983 the LPRL's video
coilection was comparatively small. At that time, some branches had
no vigess, while the Wise branch accounted for 79 percent of total
video circulation. By FY 1989, the video collection had increased to
13,465, and the Wise branch's percent had declined to just 20 percent
of tne total.

Second, videos circulate more frequently than other
matertals. Most materials may be borrowed for a period of two weeks,
with the option for renewal. On the other hand, videos may be
borrowad for a limit of three days and may not be renewed.
Therefore, patrons have the opportunity to borrow items from the
LPRL's video collection more often.

Branch-By-Branch Circulation. During the seven-year period
that was analyzed, adult book circulation increased in only three
LPRL branches (Appendix F). At the Haysi Public Library in Dickenson
County, adult book circulation increased by 30 percent between FY
1983 and FY 1989. Adult book circulation also increased by five
percent at the Coeburn Community Library and eight percent at the
Wise Public Library.
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Juvenile bock circulation declined in all LPRL branches
except Haysi. This branch nad an increase of almost 123 percent in
juvenile circulation and was the only branch in the LPRL system to
have an increase in total book circulation. In keeping with the
large increase in video circulation for the system, all branches
except the Rose Hill Public Library, which does not circulate videos,
had an increase in non-book circulation (Table 20).

Turnover Rate. A library's turnover rate measures the
intensity of its collection's use. Turnover rate is calculated by
dividing annual book circulation by the number of books in a
library's coliection. A high turnover rate means high circulation
compared to the collection size. A library with a collection of
mainly high-interest, circulating materials will have a higher
turnover rate than c¢ne with a large collection of less popular titles
or cne with a large reference collection. In addition, a library
with a large proportion of out-of-date or unpopular materials would
be sxpected te have a low turnover rate.

Table 20

LONESOME PINE REGIONAL LIBRARY SYSTEM
SUMMARY OF CIRCULATION, FY 1983 to FY 1589

Adutt Juvenile Total QOther

Branch ' Books Books Books Videos Non-Books Total
Big Stone Gap - - - + - +
Coeburn + - - + - +
Dickenscn Co. - + - +
Haysi + + - +
Ltee Co. - - + - +
Rosa Hill - - - N/A - -
St. Pau?l - - - + - +
Scott Co. - - - + - +
Kise Co. + - - + - +
LPRL System - - - + - +

= Increase

= decrease

N/A = Not applicable. Rose Hill does not have a video collection.

Source: VSLA and JLARC staff analysis, 1990.
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The turnover rates for the LPRL's adult and juvenile book
collections were analyzed by county, over a period of seven years.
Because videos could not be analyzed separately from other non-book
materials, such as records and filmstrips, the turnover rates for
these materials were not analyzed.

During FY 198%, the book turnover rate for the LPRL system
was 1.5. Turnover was fairly consistent among counties, with
Dickenson County having a slightly higher turnover than the other
counties. Turnover rates between adult and juvenile books were
fairly consistent, with Dickenson county showing the Tlargest
disparity in most years. 8ook turnover in FY 1983 was down slightly
from previous years. However, this continued a trend that began in
FY 1985,

For FY 1989, the book turnover within the LPRL system was
moderate compared to other libraries in the State. The system ranked
tenth among the 25 regional libraries in the State in materials
turnover. In addition, the LPRL was seventh among the 13 public
libraries serving the population range of 100,000 to 199,999.

Per Capita Use. Per capita use is the ratio of materials
Toaned to the pocpulation of the library's service area. A high per
capita use measure indicates that the collection is used heavily by
the population.

An average per capita use rate for FY 1983 through FY 1989
was Cetermined by dividing the average circulation rate for that time
period over the averzge population estimates. Throughout the LPRL
system, the average per capita use rate was 5.8 (Table 21). This

Table 21

LPRL CIRCULATION
BOOK USE RATES BY LOCALITY

Average Average Average
Locality Circulation Population Use Rate
Dickenson 106,350 19,814 5.4
Lee 116,459 26,471 4.4
Scott 1C1,947 25,414 4.0
Hise 377,319 49,171 1.7
Totals 702,075 120,870 5.8

Source: VSLA and JLARC staff analysis, 1990.
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means that approximately six books were circulated for each person in
the service area of four counties and the City of Norton. Use rates
varied considerably between the different localities. Wise County
branches circulated almost eignt books per person within the county
and the City of Norton. LPRL branches in Lee and Scott counties
averaged around four books per person.

Comparison of Jook Holdings and Book Circulation. Another
method of determining the relative use of the LPRL's book collections
is to compare holdings and circulation. This measure can be used to
determine over- or under-use of segments within the collection. For
exarple, if adult books account for 75 percent of the library's
collection and 80 percent of its circulation, then adult books are
probably being over-used compared to other types of books.

Although data were not available for a detailed analysis of
the LPRL's heldings and circulation, some general conclusions were
drawn from adult and juvenile collections and their circulation rates
for Y 1983. The book collections owned by each branch and the
percent of circulation from these collections were very close in FY
1985, indicating no wide discrepancies of under- or over-use in adult
and djuvenile books (Table 22). Scott County had the greatest
deviation, with more use from the adult collection and less from the
Juverile coliection.

Summary of Circulation Findings. Although total circulation
of materiais within the LPRL system increased between FY 1683 and FY
18683, the increase appears to be due primarily to the introduction of
vides cassettes in the circulating collection. Total book
circulation deciined in all branches but one during this seven-year
pericgd.

Aralysis of turncwer rates for bocoxs also indicated a slight
gecline over seven years. This means that the number of patrons
circulating each book was down. Finally, a comparison of book
holdings to circuiation found general equivalence between the size of
the aduit and juvenile book collections and their rate of use for
each branch.

Recommendation (ZZ2). The LPRL should examine the causes of
the decline In book cirgulation throughout the system. In addition,
the director and the board of trustees should develop a plan to
Increase book circulation, especially iIn juvenile books.

Punltic Awareness

Pubiic libraries such as the LPRL are very dependent upon
the rescurces of their service areas to remain in operation, as wel]
as to constantly update and improve their collections and services.
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Table 22

LPRL CIRCULATION FY 1989
COMPARISCN OF BOOK HOLDINGS AND BOOK CIRCULATION, BY LOCALITY

Adult Books Juvenile Books

Wise County

Holdings 73.0% 27.0%

Circulation £9.4% 30.6%
Dickenson County

Holdings 73.5% 26.5%

Circulation 69.1% 30.9%
Lee County

Holdings 70.8% 29.2%

Circuiation £9.6% 30.4%
Scott County

Hoidings 71.8% 28.2%

Circulation 74.5% 25.58%

Source: VSLA and JLARC staff anmalysis of LPRL circulation, 1990.

Some branches in the LPRL appear to have substantial local support
and are in the process of expanding. Others appear to be more in
need of increased pudlic awareness and support. For example, at the
time of the review, nome of the nine branches displayed pamphlets,
fact sheets, or other handouts describing library services, hours or
coliections.

To increase public awareness of its operations, the LPRL
uses press releases to loca! newspapers to advertise nmew acquisitions
such as books or other materials in the branch facilities, as well as
scheduled events. 1In addition, some branches have a history of
activity in community events, as the following case example
demonsirates:

For several years. the Haysi Public Library has
participated In the annual Haysi Kiwanis Club and
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Merchants Association Christmas Parade. Friends
of the Haysi Library., veolunteers and mothers who
have worked with the staff and the children’s
program of the library have sponsored & float in
this parade since 1%983. The entry of the Haysi
Library has earned a first place trophy in I985,
1536, and 1987, second pliace In 1983, 1988, and
1989, and a third place trophy in 1984. These
awards are on display in the children’s
coliection area of the library.

Ancther method for increasing public awareness of the
Tiorary is t--ough iocal groups often known as Friends of the
Library. Acco-ding to the VSLA's statewide planning document for
public libraries, friends groups are voluntary and work "outside of
the library making the library strengths and needs known to the
sutiic and to local officials.”

The primary way that friends groups attempt to assist thelr
Tocal libraries is through fundraising. For example, friends groups
in two Wise County LPRL branches, the St. Paul Bicentennijal Library
and the Coeburn Community Library, have taken the lead in helping
their branches find and finance moves to larger facilities.

Currentiy, most LPRL branches have active friends groups.
Howewer, Lee County is the only participating locality in the LPRL
systen without an organized friends group. The creation of such a
group appears to be warranted, especially considering the size and
general conditions of the facility in one of the Lee County branches
—~- the Rose Hill Public Library.

Recommendation (23), The LPRL board of trustees and the
regicnal headguarters management staff should werk to develop
greater public awareness. Activities could include the publication
of pamphilets, brochures, book marks, and other media. In addition,
the board and regionasi staff should assist the LPRL branches in Lee
County to organize and develop Friends of the Library groups.

REGIONAL HEADQUARTERS OPERATIONS AND SERVICES

Several of the LPRL's functions are provided on a regional
basis. Some of these activities, for example materials acquisition
and distribution activities, as well as other management-related
functions are discussed in the chapter reviewing the LPRL's
organization and management.

However, the regional office provides two other services to
the region as a whole: reference services and books-by-mail
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services. Flanning for the region is &siso conducted by regional
staff. Review of these functions indigates that regional staff
should assess the possibility of expanding reference and
bocks-by-mail services {(as suggested earlier). In addition, more
emprasis should be placed on planning activities.

Physical Characteristics

The LPRL's regional headquarters are located adjacent to the
Wise Public¢ Library. The Tocation of the headguarters at Wise fis
based large'y on history. The region began with a demonstration
project between HWise County and the City of Norton, Tocated within
Wise County boundaries. QOther counties then joined the region. The
main offices of the regional headguarters are separated from the
branch by a wall behind the circulation desk. MWithin the main
offices of the regiconal headquarters are located the director's
office, regicnal technical services, regional bookkeeping, and the
LPRL's computer operations.

Another regional headguarters operation, the books-by-mail
service, is located in the basement of the Wise County Public
Liorary. The collection is housed in a large room in the basement of
the wing of the Wise County Branch. The walls are lined with
sheiving and more than three-fourths of the center of the room is
filled with free-standing ranges of shelving. The work area for
processing books, filling requests, and preparing the packages for
mailing comprises the remainder.

The location of the regional headguarters within the Wise
County branch may contribute to the perception by some that Wise is
the most “favored" county within the LPRL system. However, there are
a numger of Tegitimate reasons (beyond the regional history) for the
continued Tlocation of the regional headguarters in HKise.
Geographically, Wise is centrally located in the LPRL's service
area. In addition, the Wise branch is the only existing LPRL
facility that currently has the physical capacity to accommodate the
regional headguarters. As the Targest branch in the system, its
“flagship” role ts a common one for a region. In the future, as the
Wise branch grows and needs additional space, the co-locstion of the
regiona’ headguarters with the Wise branch could be reassessed.

Referance Services

The professional librarians at the regional headquarters are
a rescurce to the branch staff when they have reference gquestions
which they can not answer. The professional librarians obtain
assistance from the VSLA or the Clinch Valiey College for reference
guestions which they can not answer directly.
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According *to the regional 1ibrary director and assistant
director, many branch reference guestions are highiy repetitive in
nature. Consequentiy, regicnal staff freguently take time {0 answer
the same guestions over and over.

Each branch maintains statistics, regarding the number of
reference guestions thes receive, which are submitted monthly to the
regicnal headguarters. Analysis of the maintenance of these
statistics by staff from the VSLA revealed that significant variation
occurs between branches. This indicates that the instructions on
recording these statistics may not be clear. In two branches, the
statistics were identical for several years, while a third branch
repcrted a 96 percent decrease in reference guestions being asked and
answered over a seven-year time span.

Anpther reference-related issue is the comparative ijack of
oniine databases at the LPRL. Currently, oniine searching is not
availabie other than the nationwide Oniine Computer Library Center
(OCiCy. In addition, the micro fiche-based CAVALIR system is used to
igentify books and their locations in libraries across Virginia.
Many libraries in the State serving similar size populations offer a
variety of onlire databases to assist with patrons’ reference needs.
Frxarples of these include VuText, MWestiaw, Dialog, and several
otners. Acguisition of additional oniine databases would assist the
LPRL in better serving the various needs of 1ibrary patrons.

Recommendation (24). Regional staff should increase the
ference capabilities of the branch staff through a series of
-service training programs. These sessions should be conducted
n-heusze and be offered on a cyclical basis for new staff, LPRL
taff should alsc participate in basic reference and information

~
o B

vice training programs offered by the Virginia State Library and

In addition, regional staff should develop the reference
capakilities of branch staff by building a database (card files or a
text file on the central computer system) of answers to freguently
asxed reference questions. Another alternative would be publication
of a gquarterly newsletter that Includes commonly-asked reference
questions posed by library users.

Finally, standard reporting of reference transactions in all
service outlets should be developed. Standard definitions of
reference questions, a data gathering device, and monthly reporting
procedures should be developed and distributed to all branches,

Recommendation (25). The LPRL should consider acguiring
additional online databases to Increase its reference capabilities,
These reference systems should be located in the Wise branch to serve
the entire LPRL system.
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Books-By-Mail

The books-by-mail service provides an alternative borrowing
system for library patrons. The books-by-mail service loans
paperbacks through the mail primarily to two groups of people: (1)
those living in rural areas who are able to use a library facility
but choose not to for some reason, such as distance or expense and
(2 people in rural and urban areas who are homebound, elderly,
institutionalized, or rurally isolated. Home delivery to this latter
group is often their only link with the public library. Some
extension service or outreach by regional library systems to such
groups has been encouraged by the Virginia State Library Board since
1577,

The books-by-mail service was established by the LPRL in
1678. At that time, the regional library was in the process of
nhasing out bookmobile service because circulation was decreasing and
the service was no longer cost effective. The books-by-mail service
eventually replaced 1%f. Bookmobile service was discontinued
completelr in 1G88.

The LPRL currently has the largest books-by-mail program in
the State. There are two full-time employees, three regular
volunteers, and one volunteer who works during the summer months.

There are approximately 45,080 paperback books in the
coliection, covering subjects in 28 classifications. According to
tha books-by-mail supervisor, books for children and teens are very
popular. Also, adulfs borrow heavily from the useful arts section
(how-to books, crafts, sewing, cocking, etc.). HWhen purchasing new
books, the beoks-by-mail service usually orders an average of ten
copies of each title. Books are weeded when they become badly worn
or are no longer in demand and space is heeded.

Two catalogs are issued each year and usually are
distributed in March and September. The books-by-mail supervisor
designs and writes annotations for the catalog, as well as preparing
the layout. The secretary in the library director’s office types the
catalog copy.

The books-by-mail catalogs are mailed on a staggered basis
to equatize the workload that the new catalogs generate. Catalogs
are malled first to Lee County, then to Scott, Wise, and Dickenson
counties. This schedule was determined according to historical usage
of the service. Since more books are circulated to Lee County
residents, they receive the first new catalog. The library receives
approximately 150 orders during the first three days following the
issuance of a new catalog, and each order averages six titles.



During FY 1989, the number of patrons using the
boocks-by-mail service totaled 2,644. Detailed records are Kept on
the books circulated from the books-by-mail, by type of material,
t.e., adult non-fiction, fiction, juvenile, for each branch and
county. During the period for which circulation figures were
studied, FY 1983 through FY 1989, the annual circulation declined
from 57,665 to 44,631, or 22.6 percent (Table 23).

Books circulate for three weeks and may be renewed. They
may also be returned to the patron’'s local branch. There is no
charge for overdiue books, but additional books will not be mailed
until the record is cleared.

The books-by-mail service appears to be well-managed and
popular. Staff were knowledgeable regarding procedures. As with the
branch libraries in the LPRL system, circulation in the books-by-mail
service has declined. The LPRL may wish to reassess the patron base
for tnis service and consider whether it should be expanded. In
addition, the service should consider whether adding additional
materials to its collection might attract additional patrons,

Table 23

BOOKS-BY-MAIL

CIRCULATION
Fiscal
Year Hise Dickenson Lee Scott Total
1983 14,685 9.618 17,785 15,573 57,665
1584 12,239 7,508 17,077 15,189 52,414
1985 12,468 7.970 15,357 15,541 51,336
1986 10,968 8,986 16,171 15,729 51,854
1987 11,050 8,833 14,211 14,455 48,549
1988 10,716 7,770 14,863 12,839 46,193
1989 8,980 7,850 14,363 13,398 44 631
TOTAL 81,106 58,976 109,836 102,724 352,642
PERCENTAGE -38.9% -16.9% -159.3% -14.0% -22.6%
CHANGE

Source: VSLA and JLARC staff analysis of monthly books-by-mail
circulation reports, 1990,
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Recommendation (26). The board of trustees and the LPRL
managemerit sherld consider expanding the books-by-mail service to
other clients. such as non-rural residents who are unable to come to
the I1ibrary. Also. a selection of large print books and audictapes
would be an asset to some patrons. Catalogs for the books-by-mail
service should be dated or numbered In some manner to facilitate
processing.

dlanning Activities

The LPRL and other public Tibraries in Virginia that receive
grants-in-aid from the State are required to submit five-year plans
to the VSLA. These plans are supposed to outline the lTibrary
system's goals and objectives, paying special attention to the
specific needs of its service area. Five-year plans are also
sypposed to be updated annually by the Tibrary.

The last five-year plan submitted by the LPRL covered the
years 1985-1950. A new plan for the 1991-1995 period should be
submitted in 195C. Analysis of the previcus plan indicated areas
where improvements could be made.

The LPkL’s five-year plan should be comprehensive and one of
the most important instruments the system has for promoting lTibrary
effectivensss. According to the VSLA's guide for assisting libraries
with their planning, entitled Planning for Library Excellence, the
process of planning includes analyzing the community and existing
conditions, targeting users, and identifying needs.

Planning documents typically result following an evaluative
process. In the case of a library system such as the LPRL, the
five-year plan should explicitly state the library's statement of its
mission, its definition of the needs of its service area, and the
assessment methods used to identify these needs. The plan should
also identify which service needs it will address, their priority,
and the specific goals and objectives for meeting those needs. Also
represented should be the Tibrary's pian for continued evaluation of
its operation and services, the needs of its patrons, and the entire
service area.

An anaiysis of the content of previous LPRL five-year plans
{1GR0-1985 and 1985-1990) that were submitted to the VSLA indicated
the LPRL should consider taking steps to improve its planning
process. Generally, these plans consisted of a short general
statement of intent and a series of objectives presented on a
year-by-year basis.

Both the general statement of intent and the objectives were
overly broad and Tacking in specificity as to how service needs were
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identified or objectives would be met. VYearly revisions were most
often presented as simple statements expressing an intent to continue
efforts in certain areas, with some additional broad objectives being
added in.

The LPRL does not appear to have suffered greatly from its
past style of pianning. However, some projects might have been done
better, such as the conversion to an online cataleg, had more
attention been paid to planning objectives and staffing for the
profect. However, now that the LPRL system has reached a certain
level of maturity, it might consider a more comprehensive planning
process.

The needs of the LPRL's service area will continue to grow
and to change. Some physical structures will become overcrowded or
otherwise obsolete. A comprehensive planning process will help the
library realisticalty deveiop goals and jdentify means for replacing
aging structures, buiiding and weeding collections, increasing book
circulation, and assessing additional service needs.

Recommendation (27, The next five-year plan to be
submitted by the LPRL should concentrate on recognizing the system's
accomplishments, Identifying the objectives It was unable to meet
during the period the lasi plan was in effect, and providing a
comprehensive assessment of Its services. Included should be an
assessment of how to best use local, State, and federal funds for
library services In the 1990s.

The pilanning process should include an analysis of the
service hours provided by each branch, book clirculation trends,
development of branch-by~branch planning, and expectations for major
capital outlays. The LPRL should Implement a formal planning
precess, as cutlined In the VSLA's document FPlanning for Library
Excellence, that results in a mission statement. This statement of
the Ilibrary’s purpose should articulate its public service
or =ntation, as well as the specific goals and objectives for its
atzairment, Annyal revisions to the plan should be based upen a
review of Lhe library's progress and its specific goals for the next
year of the plan.
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Appendix A
STUDY RESOLUTIONS

On September 6, 1989, the Scott County Board of Supervisors
passed a resotution requesting the Virginia State Library to conduct
an administrative audit and management review of the Lonesome Pine
Regional Library System. The Lee County Board of Supervisors passed
a similar resolution on September 8, 1989 and the Dickenson County
Board of Supervisors issued & Tletter supporting the Scott County
resclution on December 19, 1989. The resolutions and the supporting
lTetter provided the basis for the JLARC review of the system.

Due to the similarity of the two resolutions, only the
Scott County resolution ts included 1in this appendix. The Lee
County resolution and the Dickenson County supporting tetter are
available in JLARC study archives.



EBOARD QF SUPERVISORS COUNTY ADMINISTRATOR

M. C. 'Brownie* PRICE. Charrman ' R . BILLIE T. LYNCH
KENNETH D RENSLEY. Vice-Chairman . j Telaphone (703) 3885521
BILL K. JONES

BILLY € COLE

JOE W. BEGLEY

£ VNG SAMPSON. Jr SCOTT COUNTY

BOARD OF SUPERVISORS

SCOTT
VIRGINIA

At a meeting of the Scott County Board of Supervisors begun and held in
the Supervisors' Meeting Room of the County Office Building in Gate City on
Wednesday, the sixth day of September, 1989, at 9:30 A, M.,

PRESENT: ™. C. "Brownie" Price, Chairman
Kenneth D, Hensley
E. Virgil Sampson, Jr.
Bill K. Jones
Billy C. 0dle
Joe W. Begley
I, E. Horton

ABSERT: None.

On a motion by E. Virgil Sampson, Jr., duly seconded by Billy C. Odle,
the folilowing resolution is hereby adopted and ordered spread on the minutes
of this meeting:

RESOLUTION RO. 90-4

RESOLUTION TO STATE LIBRARIAN REQUESTING URGENT
ASSISTANCE TO LONESOME PINE REGIONAL LIBRARY
SYSTEM ARD REVIEW OF THE REGIONAL LIBRARY
SYSTEM MANAGEMENT AND ADMINISTRATION,

WHEREAS, Scott County has been an active and loyal contributing and
participating member of the Lonesome Pine Regional Library System since its
founding;

WHEREAS, serious questions and problems have arisen which threaten the
continued existence of the Library System as a regional entity regarding the
management and administration of the Regional Library System but which
questions and problems the Lonesome Pine Regional Library Board will not
address despite repeated requests to do so by the two representatives of Scott
County on the Regional Board;

WHEREAS, Scott County as an active member of the Regional System has the
obligation and responsibility to see that these issues are addressed in a good
faith effort to preserve the survival of the Regional System and at the
request of its two representatives on the Reglonal Board;

NOW, THEREFORE, IT IS RESOLVED by the Boerd of Supervisors of Scott
County that: A2

112 WATER STREET, SUITE 1
GATE CITY, VIRGINIA 24251
(703) 3865521



Page -~
Resclution #90-4
September &, 1989

The Office of the Virginia State Librarian and such other offices,
agencies and departments of the Commonwealth of Virginia as the State
librarian may deem desirable to be involved are hereby requested to.take the
following actions as expeditiously as possible:

1. Conduct a thorough administrative audit and management review
specifically with on-site interviews of Regional Board members, staff and
emplovees, and the local officials in the participating jurisdictions, of the
currvent operations of the Lonesome Pine Regional Library System to include but
not he limited to practices and procedures in the areas of persomnel,
firzwcial recordkeeping and accountability, Regional Board and staff rela-
tions, library operations and procedures, service to library patroms and the
public, and Regional System relationship, accountability and respomsibilities
to the lccal governing bodies and to the State Librarian;

2. At the completion of said administrative and management review, to
produce a written report to the Lonesome Pine Regional Library Board and to
the governing bodies of each of the five participating jurisdictions in the
Regional System of the findings of the review incorporating therein sugges-
tions and recommendations for both the Board and 1ts staff for the correction
of any deficiencies found and the proper management and administration of the
affairs of the Board and its staff in accordance with the applicable require~
ments of federal and state law and regulations and consistent with recognized
principles of sound and effective public management practices and procedures.

BE 1T FURTHER RESOLVED that a certified copy of this resclution be mailed
forthwith to Mrz. Ella Gaines Yates, Virginia State Librarian, State Library
Building, lith Street at Capitol Square, Richmond, V4 23219-349]1, and to the
representatives of Lee, Scott, Wise and Dickenson Counties and the City of
Norton in the Virginia General Assembly, and to the Chairpersons of the Board
of Supervisors and the City Council of said participating jurisdictions all of
whose support is requested for this resolution to the State Librarian seeking
State review and assistance.

Voting ave: M. C. "Brownie" Price, Bill K. Jones, Kenneth D. Hensley,
Billy C. Odle, E. Virgil Sampson, Jr., I. E. Horton and
Joe W. Begley.

Voting nay: Nomne,

A COPY TESTE: .é,,,e 0 67 & svnd/
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Appendix B

REQUIREMENTS WHICH MUST BE MET IN ORDER
TO RECEIVE GRANTS-IN-AID

In order to qualify for grants-in-aid, all libraries serving more
than 5,000 persons shall meet the following requirements by July 1,

1980:
I.

II.

IIT.

Be organized under the appropriate section of the Code of
Virginia. Not more than one library in a county or
regional library system or a municipal governmental unit
may receive a grant.

Submit to the State Library Board:

1. Charter, resolutions, or other legal papers under which
they are organized.

2. A copy of the by-laws of the board of trustees, a list
of trustees, revised as changes occur.

3. A five-year plan, adopted by the governing body of the
library (trustees or eguivalent) for the development of
lTibrary service in the area (areas) serve.. In order
to receive continuing grants, this plan must be updated
annually.

4. A written statement of policy covering such items as:
service, personnel, and maintenance of book collections
and other materials.

5. Statistical and financial reports including audits and
statements of progress of the plan as reguested.

6. A copy of the budget for the expenditure of local
funds, not including anticipated state and federal
funds. This must be submitted annually.

Have local operating expenditures of at least $1.75 per
capita by July 1, 1980 and $2.00 per capita by July 1,
1981, two-thirds of which must be from taxation or
endowment. Libraries obtaining aid for the first time must
meet the lower requirement within two years after approval
of first grant and the higher within three years.

B-1



Iv.

VI.

Appendix 8 (continued)

Local operating expenditures from taxation or endowment for
any library, or library system, shall not fall below that
of the previous year. 1In cases where the budgets of all of
the departments of the local government are reduced below
those of the previous year, the library's state
grant-in-aid would be reduced. The State Library may
require that the amount of such reduction in the library's
total expenditure be subtracted from the library's
eligibility and that the state's grant be reduced
accordingly. If the library's budget is reduced and other
agencies' budgets are not, then the library would receive
no state grant-in-aid and would be ineligible for one until
local expenditures shall have again reached or exceeded the
local effort at the time of the last previous grant.

The library would be ineligible for any federal funds if
local funds are reduced below that of the previous year.

Grants-in-aid shall be used as supplements to local funds.

The amount of any undesignated balance in the local
operating budget at the end of the fiscal year which
exceeds 10 percent will be subtracted from the grant which
is based on that year's expenditures.

Have certified librarians in positions as required by state
law.

Keep open a headquarters library or centrally located
branch at least 40 hours a week for a full range of library
services. This schedule must include at least four evening
hours and appropriate weekend hours.

1. Maintain an up-to-date reference collection and set up
procedures for securing materials from other libraries
through interlibrary loan.

2. Organize materials for convenient use through shelf
arrangement, classification and cataloging, and provide
a catalog of its resources.

3. Stimulate use of materials through publicity, displays,
reading 1ists, story hours, book talks, book and film
discussions and other appropriate means.



Appendix B (continued?

4. lend guidance in all outlets to individuals in the use
of informational, educational, and recreational
materiais.

5. Lend assistance to civic, cultural, and educational
organizations in locating and using materials for
program planning, projects, and the education of
members.

6. Maintain a collection of currently useful materials by
annual additicr. and systematic removal of items no
longer useful to maintaining the purposes and quality
of 1ts resources.

VII. Every regional, county, and city library serving an area of
more than 400 square miles and/or more than 25,000 persons
must provide some form of extension service acceptable to
the board.

VIII. If a library system has two or more service units, either
branches or stations, it must maintain a scheduled,
frequent delivery system.

IX. The Library Board may, at its discretion, make exceptions
for a specified period of time to any single requirement
listed above. The exception will be made only if the
library can show that a real effort has been made to meet
the requirement and that significant progress has been made
toward meeting this reguirement.

Source: Virginia State Library and Archives, 1990.
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My dear Delegate HMoncure:
You heve asred the following guestions:

1, I1f @ political subdivision withdraws from a regional
library, is it entitled to a share of the books in the
regional library, ebsent provision for such entitlement
in the regional library agreement?

2. If the answer to No. 1 is in the affirmative, upon what
bagie is the distribution of books in the regional
library to be made?

Two or more political subdivisions may, by agreement, estab-
lish anéd meaintain a2 regional free library pursuant to § 42.1~-38
f the Code of Virginia. An agreement establishing a regional
library usually sets forth provisions governing the administra-
tion and control of the library and the propertions in which -
funds and expenses of the library will be shared. See § 42.1-41.

The only statutory provision governing a politiczl subdivi-
sion's withdrawal from a2 regional library is § 42.1-42, which
regquires the consent of the remaining members or two years'
notice to them., Nothing in this statutory provision,-or in any
other provision of which I am aware, expressly entitles a with-
Srawing political subdivision to claim a share of the boocks in
the regional library. -

Virginia follows the Dillon Rule of strict construction con-
cerning the powers of local governing bodies. - Under that rule,
localities may exercise only those powers which are expressly
granted or which are necessarily or fairly implied, and where
there is doubt, the doubt is to be resplved against the existence
of the power. See Tabler v. Fairfax County, 221 va. 200, 269
S.E.28 358 (1980); Commonwealth v. Arlington County Bd., 217 Va.
558, 232 S.E.2d8 30 (1977).
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The Henorable Thomas M. Moncure, Jr.
February 26, 1885
Page 2 .

As noted above, there is no express avthority for a county
withdrawing from & regional library system to unilaterally claim
a share of the library's bonks. Nor, in my opiniocn, may such
authority be fairly or reaconably implied. Nothing in the stat-
utes generally governing regional libraries provides a basis for
such an implied authority. Aéditionelly, the power of political
subdivisions to unilaterally withdraw contributed assets when
they withdraw from regional projects is uwusually denied by the
Generzl Assemsly. See, e.¢., 3 15.1-1369 (holding cities or
counties which withdraw from a regional transportation district
to the obligations and commitments made during their membership);
3 15.1-1414(>5) {(recuiring covernmental subdivisions which with-
draw from a recional planning éistrict to relinguish their inter-
ests in the regiconal commission's assets}).

Accordingly, 1 am of tne opinion that, under the existing
law, & political sgubdivision which withdraws from a regional
lisrary is not entitled or authorized, absent consent of the
Other participating jurisdictions as may be evidenced in the
recional librarv zoreement, to withdéraw a share of the books in
the regionzl librery. In view of the foregoing, it is wnneces-
sary to address your second guestion.

with #incdest regards, I am
Sincerely,

Gerald L. Baliles
Attorney General

6:26/54-36¢8



Appendix D
LONESOME PINE REGIONAL LIBRARY CONTRACT

THIS CONTRACT, executed in sextuptet, this 2nd day of March,
1672, by and between the TRUSTEES OF THE LONESOME PINE REGIONAL
LIBRARY, parties of the first part, WISE COUNTY, party of the second
part, NORTON CITY, party of the third part, DICKENSON COUNTY, party
of the fourth part, LEE COUNTY, party of the fifth part, and SCOTT
COUNTY, party of the sixth part.

HITNESSETH
WHEREAS, the parties of the first, second, third, fourth and
fifth parts are in control of the existing Lonesome Pine Regionatl
Library System, under the terms of a contract between such poiiticatl
subdivisions, dated May 4, 1967.

WHEREAS, the parties hereto are mutuaily desirous of
extending the services of said library to the people of Scott County
by assuming the administrative functions of Scott County Library and
by other means deemed mutually beneficial to the peopie of the five
politica? subdivisions above menticned, pursuant to Title 42.1,
Sections 36-42 of the Code of Virginia, as amended in 1970,

WHEREAS, this contract was submitted to the Board of
Trustees of the Lonesome Pine Regionat Library at its regutar meeting
heid on the 2nd day of March, 1972, approved by said Board, and its
Chairman was authcrized to execute the same on behalf of and in the
name of said Board; and the Board of Supervisors of Wise County,
after having read and discussed this agreement at its regular meeting
held on the 9th day of March, 1972, authorized its Chairman to
exacUte the same on behalf of and in the name of the sald Board: the
Norton City Council, after having read and discussed this agreement
at its regular meeting held on the 4th day of April, 1§72, authorized
its Chairman to execute the same on behalf of and in the name of said
Councii; and the Board of Supervisors of Dickenson County, after
having read and discussed this agreement at its regular meeting held
on the 3rd day of March, 1972, authorized its Chairman tc execute the
same on behalf of and in the name of the said Board; the Board of
Supervisors of Lee County, after having read and discussed this
agreement at its regular meeting held on the 27th day of March, 1972,
authorized its Chairman to execute the same on behalf of and in the
name of the said Board; and the Board of Supervisors of Scott County,
after having read and discussed this agreement at its regular meeting
held on the 7th day of March, 1972, authorized its Chairman to
execute the same on behalf of and in the name of the said Board.
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Appendix D (continued)

NOW, THEREFORE, for a» in consideration of the premises and
of mutual advantages to the pa::ies hereto, it is hereby mutually
agreed:

(1). Membership on the Board of Trustees for the Lonesome
Pine Regional Library System shall consist of four (4) members from
Wise County; one (1) member from the City of Norton; two (2) members
from Dickenson County; two (2) members from Lee County; and two (2)
member: from Scott County, to be appointed by the respective
governing bodies represented herein, in conformity with Titie 42.1,
Section 3% of the Code of Virginia, as amended in 1970. Appointments
shall be for a term of four years. Vacancies shall be fiiled for
unexpired terms as so¢n as possible in the manner in which members
are regularly chosen. No appointive member shall be eligible to
serve more than two (27 successive terms. A member shall not receive
a salary or other compensation for services as member, but necessary
gxpenses actually incurred shall be paid from the library fund. A
regional board member may be removed Tor misconduct or neglect of
duty by the governing body making the appointment.

(2). The bhoard members shall elect officers and adept such
bylaws, rules and regulations for their own guidance and for the
government of the regional free library system as may be expedient.
They shall have control of the expenditure of all moneys credited to
the regional free library fund. The regicnal board shall have the
right to accept donations and bequests of money, personal property,
or real estate for the establishment and maintenance of such regional
free library system or endowments for same.

(3). The regional library board shall have authority to
execute contracts with the State Library Board, with the library
boards of the respective jurisdictions, and any and all other
agencies for the purpose of administering a public library service
within the region, including contracts concerning allocation and
expenditure of funds, to the same extent as the library beard of any
one of the jurisdictions which are parties to the agreement would be
so authorized.

(4). The participating political subdivisions shall provide
sufficient support for the operation of the regional Tibrary system,
and to make the minimum Tocal appropriations of funds as may now or
hereafter be recommended by the State Library Board.
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Appendix D (continued?

(5}. The Treasurer of the Board of Trustees for the
Lonesome Pine Regional Library System shall have the custody of the
funds of the regicnal library system, and the Treasurers of Wise,
Dickenson, Lee and Scott Counties, ang of the City of Norton, shall
transfer qguarterly to the Treasurer of the Board of Trustees for the
Lonesome Pine Rezional Library System all moneys collected or
appropriated for this purpose, in their respective jurisdictions.
This shall constitute a separate fund and shall not be used for
anything other than for library purposes.

(6. The regicnal library board shall furnish a detailed
report of receipts and disbursements of all funds at the regular
meeting of the governing body of every participating jurisdiction
after the close of the State’'s fiscal year. It shall make a similar
report to the State Library.

(73. The Treasurer of the regional library board shall be
bonded for an amount to be determined by the board. The board may
authorize the Treasurer to pay bond premiums from State aid library
funds.

(8). The library building in Wise County shall be the
administrative center for Wise, lLee, Dickenson and Scott Counties and
the City of Norton.

(93, The Dickenson County Library located in Clintwood will
retain its name, but will function as a branch of the regional free
library system in accordance with standards set by the State Library
Board, the regioral library system law and this contract.

(10). The Lee County Library located in Pennington Gap will
retain its name, but will function as a branch of the regional free
library system in accordance with standards set by the State Library
Board, the regional library system law and this contract.

(11). The Scott County Library located in Gate City will
retain its name, but will function as a branch of the regional free
library system in accordance with standards set by the State Library
Board, the regional library system law and this contract.

(12). The citizens of Wise County, Lee County, Dickenson
County, and Scott County, ancg of the City of Norton, shall have the
free use of all of the library services provided, subject to such
rules and reqgulations as may be adopted by the Board of Trustees.



Appendix D (continued)

{13.) This contract shall become effective on July 1, 1972
and shall continue for each fiscal year thereafter until discontinued
by appropriate action of any contracting political subdivisions
herein. No county or city participating in the regicnal library
system shall withdraw herefrom without two years' notice to the other
participating counties and city, without the consert of such other
participating political subdivisions.

(14.) This contract is executed in conformity with Title
42 .1, Sections 37-4Z of the Code of Virginia, as amended, 1970.

Source: Lonescme Pine Regional Library, 1990.
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Appendix E: User Survey

COMMONWEALTH OF VIRGINIA
Joint Le gislative Audit and Review Commission of the Virginia General Assembly

February 26, 1990

Dear Library Patron:

The Joint Legislative Audit and Review Commission (JLARC), which is an uversight agency for the Virginia
General Assembly, has been directed to conduet an sdministrative audit and management review of the Lonesome Pine
Regional Library system. As part of the review, survey information is being collected from randomly selectad library
patrons like yourself.

The questionnaire which follows is designed 10 obtain your views regarding the services and operations of
e regional libeary. Directions are included a1 the end of most questions, 'Your responses will remain confidential.

Please complete the questionnaire and refurn to JLARC in the enclosed pre-suumped envelope by March 16,
1990 If you heve questions regarding the questionsaire, please contact Siephen Fox or Kirk Jonas a1 (804) 786- 1258,

Thank you for your time and cooperation.

Sincerely,
Philip A. Leone
Director
USER SURVEY

Where do you live? (CHECK ONE BOX)

Dickensoa County Seott County [33] city of Norton

133} Lee County Wise County

. What is your sex? (CHECK ONE BOX)

Male @ Female

What is your age range? (CHECK ONE BOX)

13- 18 26- 40 [85] 55 or over

19- 25 151] 41-54

What level of schooling hsve you completad? (CHECK ONE BOX)

@ 8 years or lesy High schoo! aquivalency EO} Some college Graduate work
Some high school High school graduate College graduate @ Graduste degree

Which branch of the Lonesome Pine Regional Library do you use most sften? (CHECK ONE BOX)

Wise County Branch Jonnie B. Deel Memorial Library Seott County Public Library
@ C. ?Bascom Slemp Memorial (Clintwood) . @ Books-by-Mail

Library (Big Stwne Gap) Lee County Public Library @if used more than any branch)
Coeburn Community Library Rose Hill Public Library E None
Haysi Public Library [6] st. Paul Bizentennial Library

How often do you usually vixit the library? (CHECK ONE BOX)

Less thar once a year Bix to eleven times & year More than twelve times & year

One to five times » year Once ¢ month
E-1



7.

What is the gingle most important purpose for which you use the ibrary? (CHECK ONE BOX)

. COMMUNITY INFORMATION: Current information on community activities, meetings, and services,

. EDUCATION SUPPORT: Books and other materials and stafl assistarnce for school assignments orindependent
learning.

. POPULAR MATERIALS: Current, high-interest materials, such as bestsellers and videos.
L CHILDREN'S SERVICES: Books and audic-visual materials and special programs for children and families
. REFERENCE SERVICES: Timely, accurate, useful information for job-related or personal interests,

oC o

a N

o e B
BlEEEEE

3

Check below the library services or collections you use. Ig addition, for each service or collection you use, indicate by
checking whether you think the service or collections are adeguate or inadequate.

z
2
4

of

Uee () Adeguate Adeguale

76| Art Work
Stalfl Assistance

Use (v
338 Paperback collection 268

Fietion collection @
Non-fichion eollection

E
E

Library program for children

AEEEERE
L4 wi&H .
S
&li=][2][®]
o

S I e
=[] B[R]

S]] E]E]

Children’s bock collection Booka-by-Mail

203 Magazine cellection Heference collection 155
127| Records and tapes 1| Other
Videcs 77 (specify)

10.

11

Which of the following changes would inerease your use of the Lonesome Pine Regional Library? (CHECK AS MANY
AS APPLY;

a. Incremsed hours J. Better information services

b. New, more convenient locations k. More staif

¢. Bookmobile service 1. More library programs {or children
4. More books for adults m. More library programs {or teens
e. More books for teens n. Library programs for adulis

f. More books for children 0. More special services

g. More records and tapes p. No change necessary

h. More videos g. Other (gpecify)

i. More art work

Which gre of the above changes would mogt inerease your use of the Lonesome Pine Reginnal Library? (WRITE LETTER
IN BOX) A=143 De34 Ge7 =20 M215 P=I3
[:] Be2d  E=17 He75 K=8 N=28 037

Ce26 F=7 k7 =14 O=5 NOANS=102
Do you heve any additional comments or suggestinos regarding library services? (Write in the spece provided below or
attach additional sheets to the survey.)

THANK YOU FOR COMPLETING THE SURVEY, PLEASE RETURN TO:

JOINT LEGISLATIVE AUDIT AND REVIEW COMMIBSION
SUITE 1100, GENERAL ASSEMBLY BUILDING
CAPITOL SQUARE
RICHMOND, VIRGINIA 23219
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Appendix E (continued): Staff Survey

% COMMONWEALTH OF VIRGINIA
i Joint Legislative Audit and Review Commission of
The Virginia General Assembly

February 22, 1990

Dear Library Staff:

The Joint Legislative Audit and Review Commission (JLARC), which is
an oversight agency for the Virginia General Assembly, hasbeen directed to conduct
an administrative audit and management review of the Lonesome Pine Regional
Library system. As part of the review, survey information is being collected from
library staff like yourself.

The attached questionnaire is designed to obtain your views regarding

the services, operations, and management of the regional and branch library. Di-

| rections are included at the end of most questions. Although your identity will

remain confidential, your name and home telephone number are requested in case

it becomes necessary to contact you for additional information or to clarify your
responses.

Please complete the questionnaire and return to JLARC in the enclosed
pre-stamped envelope by March 9, 1890. If you have questions regarding the
questionnaire, please contact Stephen Fox or Kirk Jonas at (804) 786-1258.

Thank you for your time and cooperation.

Sincerely,

Philip A. Leone
Director




STAFF SURVEY

Name: Telephone Number: ()

Job title:

1. How many vears of experience do you have in public libraries? (PLACE NUMBER

IN BOX)
Avg:
77 Range = Less than 1 to 28 years
2. How many years of experience do you have in the Lonesome Pine Regional Library?
(PLACE NUMBER IN BOX)
;‘? Range = Less than 1 to 28 years

3 Where do you work? (CHECK ONE BOX)

Regional Office

@ Wise County Branch

E C. Bascom Slemp Memorial Library (Big Stone Gap)
Coeburn Community Library

Haysi Public Library

Jonnie B. Deel Memorial Library (Clintwood)

[Q Lee County Public Library

Rose Hill Public Library

St. Paul Bicentennial Library

Scott County Public Library

4. Generally, job descriptions inform employees about the expectations of their job
titles and how tasks should be performed. Have you been given a writien job
description? (CHECK ONE BOX)

Yes
No
2 NOANS
5. Did you receive an orientation when first employed? (CHECK ONE BOX)
Yes
No (Skip to #7)
E4



How would you rate the adequacy of the orientation you received? (CHECK ONE
BOX)

8] Excellent
Good
Fair
[2] Poor

Have you received any training other than an orientation? (CHECK ONE BOX)
Yes
No

H yves: In the space below, please specify the training you received.

What were the dates of your last two written performance evaluations? (GIVE
MONTH AND YEAR)

Most recent /00
Next most recent /00

Have you been offered any employee benefits by the Lonesome Pine Regional Library
system? (CHECK ONE BOX)

Yes
No (Skip to #11)
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16.  If benefits have been offered, check those which you receive. (CHECK ONE BOX)
[35] Retirement or pension
Health insurance
Life insurance
@ Annual leave
Sick leave
[ﬁ] Other (specify)

11.  How would you rate your satisfaction with your job? (CHECK ONE BOX)

Satisfied
Dissatisfied

12, Ingenersl, do you feel that you are adequately paid for your work? (CHECK ONE
BOX)

Yes
No

13.  How would you describe morale among staff within your immediate working envi-
ronment? (CHECK ONE BOX)

Excellent
Good

Fair

Poor

Don’t Know



14.

15.

16.

17.

Do you believe the regional librarian is accessible to you for meetings or discussions?
{CHECK ONE BOX)

Yes
No

How would you characterize working relationships among staff within the branch?
{CHECK ONE BOX)

Excellent

Good

Fair

Poor

How weuld you characterize working relationships between branch staff and the
regional staff {including the regiona! librarian)? {CHECK ONE BOX)

Excellent

Good

[E] Fair

Poor

How would you rate the level of staffing at your facility? (CHECK ONE IN EACH
CATEGORY)

About Don't NO
Understaffed  Right Cverstaffed Kuow  aNS

Librarians [E] 1"
Supervisors @ @ @ m 1
Clerks (1] (7] 1
Aides A 0
Volunteers @ (0] 1
Al others [E] EB:] @ 19
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18.

18,

20.

23.

22,

When was the last time the regional librarian visited your branch? (GIVE MONTH
AND YEAR)

O/

Have you been issued a copy of the Lonesome Pine Regional Library operating
policies and procedures? (CHECK ONE BOX)

Yes
No
If yes: Give month and year you received it
To what extent do you feel you are kept informed of new developments, changes, ete.,
that take place in the branch library? {CHECK ONE BOX)
Adequately Informed
[ %] seldom Informed
EI Never Informed
r_ﬂ Don't Know
To what extent do you feel you are kept informed of new developments, changes, ete,,
that take place at the regional level? (CHECK ONE BOX)
Adequately Informed
Seldom Informed
Never Informed
Don't Know

How would you rate the services of Lonesome Pine Regional Library for your com-
munity? (CHECK ONE BOX)

Excellent
Good
Fair
(1] Poor
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23. SERVICE ROLES: Publiclibrary roles are profiles of library service. Each roleis
8 shorthand way of describing what the library is trying to do, who the library is
trying to serve, and what resources the library needs to achieve these ends. Consider
the fallowing roles and the emphasis that you think should be placed on each by the
Lonesome Pine Regional Library as a whole.

Rank the roles from 1 to 5, where 1 = highest priority and § = lowest priority. Qonot
use the same number in more then ene box. Inaddition, please check whether you
think the Lenesome Pine Regional Library is doing an adegusate or insdequate job
of addressing each role.

Rank Roles Adequate  Inadequate NO
4 KO ANS
5 ans Semmunity Information Center: The library 3

iz a clearinghouse for current information
on community organizations, issues, and
28 2 services.

Education Support Center: The library 7 4
helps people to meet educationsl Eg]
§  objectives established as part of &
formal course of study or as part of
a program of independent learning.

Dopuler Materials Center: The library 48 2
features current, high-demand, EZ]
99 high-interest materials in a variety of
formats {such as best gellers and
videos) for people of all ages.

Children's Door to Learping: The library 4

encourages children to develop an interest

8 in reading and learning through services
for children, parents, =nd other adults who
work with children.

Beferenge Library: The library actively ;

provides timely, accurate, and useful @ 3
10 information for community residents in

their pursuit of job-related and personal

interests.
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24, Check below the library services or collections used by patrons in your community.
In sddition, for each service or collection used, indicate by checking whether you

think the service or coliections are adequate or inadequate.

Patrons
Use

Paperback collection
Fiction collection
Non-fiction collection
Chiidren’s book collection
Magazine collection
Records and tapes
Videos

Art work

Staff assistance

Library programs for chiiren
Reference collection

QOther

E
E

P (5] £
HEE ke E B b R E 3

Fd

o)

L EIMNEEEEHE

NO
ANS

PREEE C IR~ R

L

vy

43

25.  Which of the following changes do you believe would increase use of the Lonesome

Pine Regional Library? (CHECK AS MANY AS APPLY)

[17] a.
[5]®b.
e
[75 a.
[17] e.
EEIR#
(8l e.
[ig] h.
3]
2
23] k.
B
20 m.
08 n.
e
L4
(2.

Increased hours

New, more convenient locations
Bookmobile service

More books for adults

More books for teens

More books for children

More records and tapes

More videos

More art work

Better information services

More staff

More library programs for chiidren
More library programs for teens
Library programs for aduits

More special services

No change necessary

QOther (specify)
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28.

27.

28,

Which gre of the changes in question # 25 would gost increase use of the Lonesome
Pine Regional Library? (WRITE LETTER IN BOX}

A=12 D4 G=t ¥=8 M=2 P=0
I:] B=1 E=l HeB Kef N=t Tl

C=0 F=i =D b=2  0=0 NOANS=7
Which statement best describes reference and information services in relation to the
patrons at your branch? (CHECK ONE BOX FOR EACH STATEMENT)

Agree Disagres

Little use is made of reference
and information services.

[+]
2]

Reference and informaticn services
meet most needs.

L2
]
p—y
FL

Staff are not adequately trained
1o provide reference and
information services.

—
!
(o5 ]
Lo

There are not enough staff to
provide adequate reference and
information services.

H
By
H
]

Are programming activities at your branch adequate or inadequate for the following
groups: {(CHECK ONE FOR EACH GROUP)

Not Dot N
Inadequate Adequate Provided Know ANS

Preschool children
School age children

[a%)

4

Teenagers
Adults

Senior citizens
Special groups
Other (Who?)

[ [=] ][] [ ] [
HE BRI
4] el ] o] (2] el []

[2] =] ] =] (=] ]
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29. Do you have any additional comments or suggestions regarding library services or
operations? (Write in the space provided below or attach additional sheets to the
survey.}

THANK YOU FOR COMFPLETING THE SURVEY. PLEASE RETURN TO:

JOINT LEGISLATIVE AUDIT AND REVIEW COMMISSION
SUITE 1100, GENERAL ASSEMBLY BUILDING
CAPITOL SQUARE
RICHMOND, VIRGINIA 23219

E-12



Appendix E (continued): Trustee Survey

COMMONWEALTH OF ViRGINIA

Joint Legislative Audit and Review Commission of
The Virginia General Assembly

February 22, 1890

Dear Library Trustee:

As you know, the Joint Legislative Audit and Review Commission
{JL.ARC) has been directed to conduct an administrative audit and management
review of the Lonesome Pine Regional Library system. In addition to information
obtained through interviews previously conducted with yourself and other library
trustees, we would like you to take a few moments and fill out the attached survey.

The questionnaire is designed to obtain your views regarding the
services, operations, and management of the regional library. Directions are
included at the end of most questions. Please be sure toinclude a daytime telephone
number in the space next to your name in case it should be necessary tocontact you
. for additional information or to clarify your responses.

Please complete the questionnaire and return to JLARC in the enclosed
pre-stamped envelope by March 9, 1990. If you have questions regarding the
questionnaire, please contact Kirk Jonas or Stephen Fox at (804) 786-1258.

Thank you for your time and cooperation.

Sincerely,

Philip A. Leone
Director

E-13



TRUSTEE SURVEY

Name: Telephone Number: { )

1. What is your zip code?

2. How many years of experience do you have as alibrary trustee? (PLACE NUMBER

IN BOX)
AVG Range: = 3/4 to 7 years
1.32

3 Do you have a library card in your own name? (CHECK ONE BOX)

Yes
m No

4. Which branch of the Lonesome Pine Regional Library do you use most often?
{(CHECK CNE BOX)

Wise County Branch

C. Bascom Slemp Memorial Library {Big Stone Gap)
Coeburn Community Library

Haysi Public Library

Jonnie B. Deel Memorial Library (Clintwood)

Lee County Public Library

E Rose Hill Public Library

St. Paul Bicentennial Library

Scott County Public Library

E Books-by-Mail (if used more than any branch)

E None

5. How often do you usually visit the library? (CHECK ONE BOX)

E Less than once a year

One to five times & year

E Six to eleven times a year

E Once a month

More than twelve times a year

E-14



10.

When you became a library trustee, were you provided with written materials
describing your duties and responsibilities? (CHECK ONE BOX)

Yes
No (Skip to #8)

Were the materials you received adequate? (CHECK ONE BOX)
Yes
No

4 NOANS
Did you receive an orientation when you became a trustee? (CHECK ONE BOX)

Yes
No (Skip to #10)

How would you rate the adequacy of the orientation you received? (CHECK ONE
BGX)

Excellent
Good

Fair

Poor

Not applicable

Have you received any training other than an orientation? (CHECK ONE BOX)
Yes
(3] No

If yes: In the space below, please specify the training you received.
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1L

iz,

13.

14.

To what extent do you feel you are kept informed of new developments, changes,
etc., that take place in the branch libraries? (CHECK ONE BOX)

Adequately "Tnformed

(] Seldom Informed

E Never Informed

Don’t Know

To what extent do you feel you are kept informed of new developments, changes,
etc,, that take place at the regional level? (CHECK ONE BOX)

Adequately Informed

[&] Seldom Informed

E Never Informed

Don’t Know

How much influence do you and other trustees have regarding the operating
policies and procedures of the Lonesome Pine Regional Library? (CHECK ONE
BOX)

Too much influence

About the right amount of influence

Not enough influence

How much influence do you and other {rustees have regarding the budget and ex-
pendjtures of the Lonesome Pine Regional Library? (CHECK ONE BOX)

Too much influence

About the right amount of influence

Not enough influence
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15.

16.

17.

18

How would you characterize relationships between the library trustees and local
officais? (CHECK ONE BOX)

[E} Excellent

(2] Good

@ Fair

w Poor

@ Don’t Know

How would you characterize relationships between the library trustees and the
regional librarian? (CHECK ONE BOX)
Excellent

Good

Fair

Poor

E} Don’t Know

Do you believe the regional librarian is aceesgible to you for meetings or discus-
sions? (CHECK ONE BOX)

[E Yes
No

How would you characterize working relationships among staff within the branch
libraries in your area? (CHECK ONE BOX)

m Excellent

Good

Fair

Paor

@ Don’t Know
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19,

20.

21.

How would you characterize working relationships between branch staff and the
regional stafl (including the regionsl librarian)? (CHECK ONE BOX;

[ ol Excellent
[2] Good

(2] Fair

Poor

[o] Don't Know

How would you characterize the sl morale within the Lonesome Pine Regional
library system? (CHECK ONE BOX)

(1] Excellent
Good

(3] Fair

Poor

[_-Q] Dor't Know

How would you rate the services of Lonesome Pine Regional Library for your com-
munity? (CHECK ONE BOX)

Excellent

Efﬂ Good

Fair

m Poor

E-18



22,

SERVICE ROLES: Public library roles are profiles of library service. Each role
is & shorthand way of describing what the library iz trying to do, who the library s
trying to serve, and what resources the library needs tw achieve these ends.
Consider the following roles and the emphasis that you think should be placed on
each by the Lonesuyme Pine Regional Library as s whole.

Rank t?xe ro]es from 1 to 5 where 1 = highest priority and 5 = lowest priority. Do

3 . Inaddition. rlease check whether
you thmig the Lonesome Pine Regzonal L:brary is doing an adequate or inadequate
job of addressing each role.

Rank Roles Adequate Inadequate

NO .
' Cormmunity Information Center: The library E

NS jsa clearinghouse for current information

on cormnmunity organizations, issues, and
services.

Zducation Sypport Center: The library 3
helps people to meet educational
obiectives established as partof a

formal course of study or as part of

a program of independent learning.

Popular Materials Center: The library

features current, hzgh-demand
high-interest materials in a variety of
formats (such as best sellers and videos)
for people of all ages.

; ‘ ing: The library [:é]

encourages children to develop an interest
in reading and learning through services
for children, parents, and other adults who
work with children.

Reference Library: The library actively E
provides timely, accurate, and useful

information for community residents in

their pursuit of job-related and personal

interests.
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23

24,

25,

Which of the following changes do you believe would increase use of the Lonesome
Pine Regional Library? (CHECK AS MANY AS APPLY)

[E] a. Increased hours
b. New, more convenient locations
@ ¢. Bookmobile service
d. More books for adults
e. More books for teens
f. More books for children
g. More records and tapes
h. More videos
i. More art work
j. Better information services
[6] k. More staff
1. More library programs for children
[E] m. More library programs for teens
n. Library programs for adults
o. More special services
p. No change necessary
@ q. Other (specify)

Which gne of the above changes would most increase use of the Lonesome Pine
Regional Library? (WRITE LETTER IN BOX;

A5 D=0 G0 Je0  Me2 PsD
[] B0 Ex0 HO Kl Nt Qs
60 F=0 =0 L1 0-0 NOANS-t

If inadequate funding forced reductions in library expenditures, which of the
following actions with regards to library materials should be considered?
(RANK ORDER 1 THROUGH 5, WHERE 1 = THE FIRSTREDUCTIONAND 5 =

NO THE LAST REDUCTION. DO NOTUSE THE SAME NUMBER IN MORE THAN

11213141 5 ANSONE BOX)

006:4:3.4:0 Reduce the number of books purchased

ATE1111000 Reduce the number of duplicate copies of books purchased

Dj1;414 111 Reduce the number of magazine and newspaper subscriptions

glal 1001 Reduce the number of videos, records, cassettes and other non-print
materials purchased

0100, 3/6 2 Reduce the amount of children’s materials purchased
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26, If inadequate funding forced reductions in iibrary expenditures, which of the
following actions with regards o library services should be considered?
(RANK ORDER 1 THROUGH 7, WHERE 1= THE FIRS’T REDUCTION AND 7 =
NO THE LAST REDUCTION. N
1123041567 ANS QNE BOX)
110 214:2,01 11 Reduce reference and information services
Ti4i2: 1210001 Reduce or discontinue in-library programs for adults
1Ti3 10 20113 Reduce outreach services (such as books-by-mail)
01012100 1171 Close some facilities
510020111101 Reduce hours and days of operation
1.0} 2:3 2:013 Reduce staff
A RROHR R IR R Reduce staff pay
27. If inedequsate funding forced reductions in library expenditures, which would you
reduce first, ibrary materials or services? (CHECK ONE BOX)
[7 Jlibrary materials
{4 |Library services
28. How would you characterize your commauinity’s financial support for the Lonesome
Pine Regional Library? (CHECK ONE BOX)
[5]Too little
[E]About right
@ Too much
29.

Which of the following statements most accurately represents your belief regarding
the allocatisvr of local funds which are contributed to the regional library system?
{CHECK ONE BOX)

E}?oa much goes to the regional library.
[07]Too much goes to the local branches.

@The allocation is about right.
1 NOANS
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30.

a1

az

Are State aid funds received by the regional system on behalf of the local govern-
ments utilized appropriately? (CHECK ONE BOX)

Yes
No

D If No: How could State aigd funds be utilized more appropriately?

Do youbelieve that you receive adequate information regarding the Lonesome Pine
Repional Library system budgetand other financial concerns? (CHECK ONE BOX)

Yes
4 No
Do you have any additional comments or suggestions regarding library services or

operations? (Write in the space provided below or attach additional sheets to the
survey.)

THANK YOU FOR COMPLETING THE SURVEY. PLEASE RETURN TO:

JOINT LEGISLATIVE AUDIT AND REVIEW COMMISSION
SUITE 1100, GENERAL ASSEMBLY BUILDING
CAPITOL SQUARE
RICHMOND, VIRGINIA 23219
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Appendix E (continued): Local Official Survey

COMMONWEALTH OF VIRGINIA

Joint Legislative Audit and Review Commission of
The Virginia General Assembly

February 22, 1990

Dear Local Official:

The Joint Legislative Audit and Review Commission (JLARC) has been
directed to conduct an administrative audit and management review of the Lone-
some Pine Regional Library system. As part of the review, survey information is
being collected from local officials in the region.

The attached questionnaire is designed to obtain your views regarding
the services, operations, and management of the regional library. Directions are
included at the end of most questions. Please be sure to include a daytime telephone
number in the space next to your name in case it becomes necessary to contact you
for additional information or to clarify your responses.

Please complete the questionnaire and return to JLARC in the enclosed
pre-stamped envelope by March 9, 1990. If you have questions regarding the ques-
tionnaire, please contact Kirk Jonas or Stephen Fox at (804) 786-1258.

Thank you your time and cooperation.

Sincerely,

Philip A. Leone
Director
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LOCAL OFFICIAL SURVEY

Name: Telephone Number: ( )

1. What is your zip code?

2. Do you have a library carg in your own name? (CHECK ONE BOX)
Yes
[&] no

3. Which branch of the Lonesome Pine Regional Library do you use most often?
{CHECK ONE BOX)

ELE] Wise County Branch

[ﬁ C. Bascom Slemp Memorial Library (Big Stone Gap)
[Ez] Coeburn Community Library

[ﬂ Haysi Public Library

ES—_] Jonnie B. Deel Memorial Library (Clintwood)

[a Lee County Public Library

(0] Rose Hill Public Library

[:(_3_:] St. Paul Bicentennial Library

E‘;] Seott County Public Library

E}] Books-by-Mail (if used more than any branch}

m None
4. How often do you usually visit the library? (CHECK ONE BOX)

Less than once a year
One to five times a year
[:3‘:] Six to eleven times a year

Once a month

@ More than twelve times a8 year

5. Do you believe that you receive adegquate information regarding the Lonesome Pine
Regional Library budget and other financial concerns? (CHECK ONE BOX)

Yes

No
i NO ANS
E-24



How would you characterize relationships between the library trustees and local
officals? (CHECK ONE BOX)

Excellent

Good
Fair
[__”g‘}:] Poor

Don't know

Do you believe the regional librarian is accessible to you for meetings or discussions?
({CHECK ONE BOX)

Yes
No

1 NO ANS
If inadeguate funding forced reductions in library expenditures, which of the
following actions with regards to library materials should be considered?
{RANK ORDER 1 THROUGH 5, WHERE 1 = THE FIRST REDUCTION AND 5 =

. NOTHE LAST REDUCTION. DONOT USE THE SANME NUMBER IN MORE THAN

ANS ONE BOX)

[] Reduce the number of books purchased
D Reduce the number of duplicate copies of books purchased
]:] Reduce the number of magazine and newsnaper subscriptions

]::] Reduce the number of videos, records, cassettes and other
non-print materials purchased

[:] Reduce the amount of children’s materials purchased

If inadequate funding forced reductions in library expenditures, which of the
following actions with regards to library services should be considered?
{RANK ORDER 1 THROUGH 7, WHERE 1 = THE FIRST REDUCTION AND 7 =

NO THE LAST REDUCTION. DO NOT USE THE SAME NUMBER IN MORE THAN

£ |7 BNSONE BOX

—_

€ L B e g O

Nt tn W
— O N M

—

R Loy R R B RS

—* L
<o
R R

3%
R R R

]::] Reduce reference and information services

D Reduce or discontinue in-library programs for adults
]::] Reduce putreach services (such as books-by-mail}
[:] Ciose some facilities

]:] Reduce hours and days of operation

D Reduce staff

[:] Reduce staff pay
E.25



10.

11.

12.

13.

14.

If inadequate funding forced reductions in library expenditures, which would you
reduce first, library materials or services? (CHECK ONE BOX)

Library materials

Library services

How would you characterize your community’s financial support for the Lonesome
Pine Regional Library? (CHECK ONE BOX)

Too little

About right

Too much

Which of the following statements most accurately represents your belief regarding
the allocation of local funds which are contributed to the regional library system?
(CHECK ONE BOX)

Too much goes to the regional library.

@ Too much goes to the local branches.

The allocation is about right.

Are State aid funds received by the regional system on behalf of the local govern-
ments utilized appropriately? {(CHECK ONE BOX)

[5] Yes
{Il No
Don't Know

If No: How could State aid funds be utilized more appropriately?

How would you rate the services of Lonesome Pine Regional Library for your com-
munity? (CHECK ONE BOX)

Excellent
[9] Good
Fair
[0] Poor
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15.

Rank

SERVICE ROLES: Public library roles are profiles of library service. Eachroleis
a shorthand way of describing what the library is trying o do, who the library is

trying to serve and what resources the library needs to achieve these ends. Consider

the follewing roles and the emphasis that you think should be placed on each by the
Lonesome Pine Regional Library as a whole.

Rank the roles from 1 to 5, where le hlghest priority and 5 = lowest priority. Donot

of addressing each role.

Roles

Adeguate

Inadequate

§87 box. In.eddition, please check whether you
thmk the Lonesome Pme Regxona] lerary iz doing an adequate or inadeguate job

NO

NO
ANS

Community Information Center: The library

Lar
n

is & clearinghouse for current information
on community organizations, issues, and
services.

Education Support Center: The library
helps pecple to meet educations]
chjectives established as part of a
formal course of study or as part of

a program of independent learning.

Bopular Materiale Center: The library
features current, high-demand,
high-interest materials in a variety of
formats (such as best sellers and
videos) for people of 1]] ages.

Childrer's Door to Learning: The library
encourages children to develop an interest
in reading and learning through services
for children, parents, and other adults who
work with children.

Reference Library: The library actively
provides timely, accurate, and useful
information for community residents in
their pursuit of job-related and personal
interests,

E.27
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16. Which of the following changes do you believe would increase use of the Lonesome
Pine Regional Library? (CHECK AS MANY AS APPLY)

@ a. Increased hours

b. New, more convenient locations

¢. Bookmobile service

[6]d. More books for adults

e. More books for teens

f. More books for children

g. More records and tapes

h. More videos

i. More art work

j. Better information services

k. More staff

@ 1. More library programs for children
m. More library programs for teens
@ n. Library programs for adults

@ 0. More special services

p. Nochange necessary

g. Dont know
@ r. Other (specify)

17, Which gne of the above changes would mmost increase use of the Lonesome Pine
Regional Library? (WRITE LETTER IN BOX;
A=7 D=1 Gl Jed M=0 P=1
B=0 E«D M= K=t N={ Qs
C=1 F=6 =0 L=2 Q=0 NOANS=4
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18, Do you have any additional eomments or suggestions regarding library services or
operations? (Write in the spuce provided below or attach additional sheets to the
BUTVEY.)

THANK YOU FOR COMPLETING THE SURVEY, PLEASE RETURN TO:

JOINT LEGISLATIVE AUDIT AND REVIEW COMMISSION
SUITE 1100, GENERAL ASSEMBLY BUILDING
CAPITOL SQUARE
RICHMOND, VIRGINIA 23219
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Appendix F
SUMMARY: CIRCULATION STATISTICS

JONNIE B. DEEL MEMORIAL LIBRARY

(CLINTWOOD)
QOther
Fiscal Agult Total Non- Grand
Year Book s Juvenile Book s Book s Video Total
1983 57.562 29,642 87,204 2,927 165 90,296
1984 58,331 27.436 85,767 2,838 1,873 90,478

1985 57,871 27,088 84,959 2,135 16,019 103,113
1986 56,857 26,869 83,726 2,149 26,885 112,760
1987 57,648 20,914 78,562 1,441 46,143 126,146
1988 59,338 25,770 85,108 1,265 60,369 146,742
1989 53,719 22,933 76,652 1,102 65,540 143,294

TOTAL 401,326 180,652 581,978 13,857 216,994 812,829

PERCENT
CHANGE (6.7 (22.6} {12.1) (62.4) 39.621.2 58.7
HAYSI PUBLIC LIBRARY
Other

Fiscal Adyl* Total Non- Grand
Year Book.s  Juvenile Book s Book s Video Total
16983 12,675 2,866 15,54} 34 0 15,575
1984 15,661 3,703 19,364 26 0 19,390
1985 16,602 4.323 20,925 33 2.403 23,361
1686 21.415 4,343 25,758 63 9,161} 34,982

1987 21,472 4,040 25,512 49 12,383 37,944
1988 27,394 4,589 31,983 26 21,017 53,026
1589 16,488 6,378 22,866 4 18,137 41,007

TOTAL 131,707 30,242 161,949 235 63,101 225,285
PERCENT
CHANGE 30.1 122.5 47.1  (88.2) 654.8* 163.3

*Percent change from FY 1985.
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Appendix F (Continued)

SUMMARY :

CIRCULATION STATISTICS

LEE COUNTY PUBLIC LIBRARY

Qther
Fiscal Adult Total Non-
Year Book s Juvenite Book s Books Video
1983 75,519 41,694 117,213 4,695 1,345
1984 65,592 35,736 101,328 5,068 6,139
1985 71,676 31,127 102,803 6,001 23,670
1986 70,044 32,747 102,793 3,145 32,509
1987 60,281 33,400 93,681 2,174 56,636
1988 57,492 28,933 86,425 1,380 74,578
1989 58,392 24,411 82,803 848 68,501
TOTAL 458,998 228,048 687,046 23,311 263,378
PERCENT
CHANGE (22.7) (41.5) (29.4) (81.9) 4,993
ROSE HILL PUBLIC LIBRARY
Other
Fiscal Adult Total Non-
Year Book s Juvenile Book s Book s Video
1983 14 519 7,710 22,229 3 N/A
1984 15,116 7,304 22,420 38 N/A
1985 13,078 5,93% 19,013 26 N/A
1986 12,423 5,835 18,258 9 N/A
1987 11,504 4,357 15,861 ] N/A
1988 11,849 3,671 15,520 0 N/A
1989 10,868 3,078 13,946 0 N/A
TOTAL 89,357 37,890 127,247 105 N/A
PERCENT
CHANGE (25.2) (60.1) (37.3) (100) N/A

F-2

Grand
Total

123,
1z,
132
138,
152
162
152,

973,

2

253
535

474

447

, 491
. 383

152

735

3.5

Grand
Total

22,260
22,461
19,039
18,268
15,862
15,520
13,946

127,356

(37.4)



Appendix F (Continued)

SUMMARY :

CIRCULATION STATISTICS

SCOTT COUNTY PUBLIC LIBRARY

Other

Fiscal Adult Total Non- Grand
Year Books Juvenile Book s Book s Video Total
1983 71,047 36,580 107,621 4,031 0 111,652
1984 77,128 35,545 112,674 4 849 2,608 120,131
1985 73,798 31,173 104,971 3,337 13,244 121,552
1985 71,365 30,078 101,443 2,460 21,597 125,500
1987 74,279 27,956 102,235 2,479 38,844 143,558
1988 67,584 27,550 95,134 1,668 54,781 151,583
1689 66,720 22,834 89,554 1,144 57,603 148,301

TOTAL 501,915 211,717 713,632 19,968 188,677 922,277

PERCENT

CHANGE (6.1) (37.6) (16.8) (71.6) 2,108.7 32.8

WISE COUNTY PUBLIC LIBRARY
QOther

Fiscal Adult Total Non- Grand
Year Book s Juvenile  Books Bocks Video Total
1983 127,354 59,249 186,603 13,241 6,262 206,106
1984 130,347 57,140 187,487 11,221 24,100 222,808
1985 127,833 53,995 181,828 B,146 39,088 229,082
1986 127,809 50, 341 178,150 7,197 42,716 228,063
1987 134,257 46,843 181,100 5,612 79,853 266,565
1988 131,206 45,629 176,835 4,449 102,275 283,559
1989 138,011 43,965 181,976 5,041 91,719 278,736

TOTAL 916,817 357,162 1,273,979 54,907 386,013 1,714,899

PERCENT

CHANGE B.4 {25.8) (2.5 {61.9) 1,364.7 35.2



Appendix F (Continued)
SUMMARY: CIRCULATION STATISTICS
COEBURN COMMUNITY LIBRARY

Other

Fiscal Adult Total Non- Grand
Yedr Books  Juvenile Book s Books Video Total
1983 42,239 21,774 64,013 1,629 5 65,647
1984 45,317 18,091 63,408 1,641 2,279 67,328
1985 43,987 20,654 64,641 1,378 13,744 79,763
1956 43,014 20,212 63,226 1,064 21,964 86,254
1987 42 070 18,682 60,752 875 41,140 102,767
1988 43,253 18,614 61,867 498 56,734 119,089
1389 44 298 17,552 61,850 519 65,674 128,043

TCTAL 304,178 135,579 439,757 7,604 201,54¢ 648,901

PERCENT
CHANGE 4.9 (19.4) (3.4 (6B.1) 1,313,380 g95.1
ST. PAUL BICENTENNIAL LIBRARY
Other

Fisca!l Adult Total Non- Grand
Year Books Juvenile Book s Book s Video Total
1983 28,799 20,761 49,560 1,579 107 51,246
1984 30,855 22,197 53,052 1,473 2,400 56,925
1985 31,717 20,920 52,637 1,268 7,827 61,732
1986 29,770 21,750 51,520 1,041 15,870 68,431
1987 29,498 20,421 4% 919 664 34,872 85,456
1988 26,386 16,936 43,322 414 41,484 85,220
1989 23,763 10,524 34,287 421 45,390 RO, 098

TOTAL 200,788 133,509 334,297 6,861 147,950 489,108

PERCENT
CHANGE (17.5) (49.3) (30.8) (73.3) 42,320.6 56.3
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Fiscal
Year

1983
1984
1985
1986
1987
1988
1989

TOTAL

PERCENT
CHANGE

*Percent change from FY 1984.

Appendix F (Continued)

SUMMARY .

CIRCULATION STATISTICS

C. BASCOM SLEMP MEMORIAL LIBRARY
(BIG STONE GAP)

Adutt Total
Books Juvenile Book s
61,109 35,779 96,879
68,627 35,293 103,920
65,509 33,042 98,551
60,719 34,699 95,418
60,771 v, 327 92,098
58,757 29,704 88,461
60,547 26,660 87,207
436,039 226,495 662,534
(92 .07 (25.5) (9.9

Other

Non-

Book s Video
4,965 0
3,339 5,434
2,375 16,343
2,584 19,363
2,452 36,980
1,473 47,427
1,277 49 160

18,465 174,707
(74.3) BO4 . 7%

Grand
Total

101,844
112,693
117,269
117,365
131,530
137,361}
137,644

855,706

35.2



Appendix G
BOCK TURNCVER RATE, 8Y COUNTY

FY 1989
Adult Adult Adult  Juvenile  Juvenile Juvenile Total
Books Circ. T/R Book s Circ. T/R T/R
Hise 175,679 251,537 1.4 65.118 110,913 1.5 1.5
Dickenzon 48,525 69,100 1.4 17,451 30,945 1.8 1.5
Lee 46,000 68,622 1.5 18,996 29,948 1.6 1.5
Scott 43,098 66,720 1.5 16,94: 22,834 1.3 1.5
Totals 313,302 455,979 1.4 118,509 194,340 1.6 1.5
Fy 1988
Adult Adult Adult  Juvenile Juvenile Juvenile Total
Books Circ. T/R Book s Circ. T/R T/R
Wise 175,529 259,602 1.5 63,914 109,219 1.7 1.5
Dickenson 49,038 B6,732 1.8 17,316 30, 35¢ 1.8 1.8
Lee 45, 50§ 69,041 1.5 18,730 32,604 1.7 1.6
Scott 41,501 67,584 1.6 16,520 27,550 1.7 1.6
Totals 311,577 482,959 1.5 116,480 199,732 1.7 1.6
Fy 1887
Adult Adult Adult  Juvenile Juvenite Juvenilte Total
Books Circ. T/R Book s Circ. T/R T/R
Wise 172,575 266,596 1.5 63,007 117,273 1.9 1.6
Dickenson 49 024 79,120 1.6 16,963 24,954 1.5 1.6
Lee 44 080 71,785 1.6 18, 398 37,757 2.1 1.8
Scott 39,746 74.279 1.9 16,195 27,956 1.7 1.8
Totals 305,425 491 780 1.6 114,563 207,580 1.8 1.7

Source: VSL and JLARC staff analysis of LPRL circulation statistics, 1990.
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Appendix G (Continued)
BOOK TURNOVER RATE, BY COUNTY

FY 1986
Adutt Adult Adult  Juvenile  Juvenile Juvenile Total
Book s Circ. T/R Books Circ. T/R T/R
Wise 168,511 261,312 1.6 61,154 127,002 2.1 1.8
Dickenson 47,155 78,272 1.6 16,5355 31,212 1.9 1.7
Lee 43,729 82,469 1.9 17,877 38,582 2.2 2.0
Scott 38,769 71,365 1.9 15,862 30,078 1.9 1.9
Totals 298,164 493,418 1.7 111,480 226,874 2.0 1.8
Fy 1985
Adult Adult Aduit Juvenile Juvenile Juvenile Total
Books Circ. T/R Book s Circ. T/R T/R
Wise 167,303 269,046 1.6 59,172 128,611 2.2 1.8
Dickenson 46,409 74,473 1.6 16,295 31,441 1.9 1.7
Lee 43,806 84,754 1.9 17,394 37,062 2.1 2.0
Scott 39.210 73,798 1.9 15,391 31,173 2.0 1.9
Totals 296,728 502,071 1.7 108,252 228,257 2.1 1.8
FY 1984
Adutt Adultt Adult  Juvenile Juvenile Juvenile Total
Books Circ. T/R Books Circ. T/R T/R
Hise 159,872 275,146 1.7 56,134 132,721 2.4 1.9
Dickenson 45 590 73,992 1.6 15,628 31,139 2.0 1.7
Lee 42 .431 80,708 1.9 16,536 43,040 2.6 2.1
Scott 38,091 77,128 2.0 14,579 35,546 2.4 2.1
Totals 285,984 506,974 1.8 102,877 242 464 2.4 1.9

Source: VSL and JLARC staff analysis of LPRL circulation statistics, 1990.



Appendix G (Continued)
BOOK TURNOVER RATE, BY COUNTY

FY 1883
Adult Adult Adult  Juvenile  Juvenile  Juvenile  Total
Book s Circ. T/R Books Circ. T/R T/R
Hise 150,115 230,702 1.5 54 686 137,554 2.5 1.8
Dickenson 43,205 70,237 1.6 15,271 32,508 2.1 1.7
Lee 40,793 90,038 2.2 16,248 48,804 3.0 2.4
Scott 35,616 71,041 2.0 14,155 36,580 2.6 2.2
Totals 269,729 462,018 1.7 100,360 255,444 2.5 1.9

Source: VSL and JLARC staff analysis of LPRL circulation statistics, 1890.
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Appendix H
AGENCY RESPONSES

As part of an extensive data validation process, each State
agency invoived in a JLARC assessment effort is givern the opportunity
to comment on an exposure draft of the report. Appropriate technical
corrections resulting from the written comments have been made in
this version of the report. Page references in the agency responses
relate to an earlier exposure draft and may not correspond to page
numbers in this version of the repcrt.

This appendix contains the following responses:

¢

¢

¢

State Librarian
Chairman, Lonesome Pine Regional Library Board of Trustees
Members, Lonesome Pine Regional Library Board of Trustees

Lonesome Pine Regional Library Director

Additional letters f.oom one member of the board and the library’s
assistant director have not been included at the request of those

individuals.
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COMMONWEALTH of VIRGINIA

VIRGINIA STATE LIBRARY
and
ELLA GAINES YATES ARCHIVES

STATE LIBRARIAN {804)78
1786.2332

June 3, 1990

Mr. Philip A. Leone, Director

Joint Legislative Audit and Review Commission
General Assembly Building, Suite 1100

Capitol Square

Richmond, VA 23219

Dear Mr. Leone:

The Virginia State Library and Archives is most appreciative of the administrative
review conducied by vour agency at the Lonesome Pine Regional Library.

The report is thorough and in-depth. The recommendations numbers 1 through 27 are
accepted, although :here is concern as to how these recommendations can be addressed with the
paucity of professionally trained personnel in the system.

One of the greatest weaknesses of the Lonesome Pine Regional Library is its need for
professionally trained library staff. By professional library standards, there should be at least
one professional staff member in each of the branches for the efficient and effective
coordination of programs, readers’ guidance, reference services, and children’s and young adult
services. Professional librarian status is acquired through earning a college degree plus a
master’s degree (1-% to 2-year program) from a library school accredited by the American
Library Association, In the master’s programs intensified training is given on books and
materials, how to evaluate materials, how to conduct programming, reference tools, research
methads and principles, media, management, technological applications in information services,
and practicum training in a library environment, The management component has been added
to the master’s level training in library schools within the past 12 to 13 vears; and on-the-job
training became an unacceptable norm for professional competencies in the mid 1950%s.

The Continuing Education opportunities and training workshops of fered by the Virginia
State Library, Library Development Division are effective, but cannot bring untrained library
staff to the proficiency level of a professionally-trained librarian with a master’s level degree.
Staff from the Lonesome Pine Regional Library do attend sessions for para-professionals, and
the director attends sessions that are applicable for the certified librarian.

The staff composition of some 62 persons is good for the area served. Four professionals
out of the 62 is a weakness in that too much responsibility is placed on overburdened staff to
render efficient and effective service. Until more professionally- trained personnel are added
to the staff, it will be extremely difficult to resolve a number of service problems there.

Sincerely,

(Mrs.) Ella Gaines Yates
State Librarian

1140 STREET AT CAPITOL SQUARE, RICHMOND, VA 23219.1491



COMMONWEALTH of VIRGINIA

VIRGINIA STATE LIBRARY
snd

;_;_ifnmis ::"res ARCHIVES
TATE LIBRARIAN JuL 1 6 1890 (504)788-2332

MEMORANDUM

TO: Mr. Philip Leone, Director
JLARC

FROM: Mrs. Ella Gaines Yates EZ&/ MW—

State Librarian

SUBJECT: RECOMMENDATIONS ON THE LONESOME PINE REGIONAL LIBRARY
STUDY

Following a priority assessment of the needs articulated for the Lonesome Pine
Regiona! Library system, the Virginia State Library makes the {ollowing recommendations
which provide an avenue of addressing the JLARC study with a degree of alacrity. The
considerations are as follows;

1. The Virginia State Library and Archives (State Library) will offer management
training in 3 days sessions in August, 1990. The Board of the Lonesome Pines
Library should designate specific staff to attend even if some branches are
temporarily closed to permit staff time for this training in Richmond.

A, Sessions will be held for non-certifiable staff, new library personnel in the
state (professional and non-professional), and staff who serve in small, rural,
or ocne-man branch library operations,

B Training components will be in 2 sections:

One for professional librarians and one for para-professionals in charge of
branch services.

2. The State Library can provide gssistance to the Library Board in;
A. Establishing a collection development policy,
B. Drawing up a job description, and measurable standards for the new director

to be hired,

. Drawing up job descriptions and standards for all staff in the regional
system, and

D. Establishing a fair and equitable pay scale for the sistcm.

11th STREET AT CAPITOL SQUARE, RICHMOND, VA 231193451



Mr. Philip Leone
Page 2

3 As the Board considers hiring a new director, strong consideration should be given
to increasing the professional staff level. One measure to address this need could be
*floating™ certified librarians, if one professional cannot be hired for each branch.
The three categories recommmended are listed in priority order:

A. A Children’s and Young Adult professionally trained staff person.

B. A professionally trained Reference librarian, with skills in adult
programming, and reader’s advisory services.

C. One librarian for Qutreach Services whose thrust will be reaching the
"unreached,” working with schools and working with county agencies in an
effort to reach and attract children and adults who are not availing
themselves of the libraries and services of fered.

These three librarians should work out of the Lonesome Pine Regional Headquarters
Library and answer directly to the regional library director. They should be
regularly scheduled to be in each of the branches as leaders, instructors, and
resource people.

EGY/jct



Norton, Virginia 24273

dﬂ~0
324 Chestnut Street 7;%
June 3, 1990 '

Mr. Philip A. Leone, Director
Joint Legislative Audit and Review Commission

Suire 1100, General_éssembly Building, Capitol Square
W/ Z/,vi?(‘/y% o T2/

"

Dear Mr., Leone:

I consider JLARC's exposure draft of the Lonesome Pine
Regional Library redundant, inconsistant, unrealistic,
and contradictorarvy,

For the most part, your recommendations are far fetched

pie in the sky pipe dreams. You do not seem to have anvy
concern that this area has recently experienced a long )
unpleasant devastating coal strike which multiplied the
complexities of an alreadv unstable economy., I also feel
VOou are applving metropolitan concepts to a rural situation,

I resent many of vour detremental accusations of Theda
Gibson., None of us are perfect, however, you have ignored
her many attributes. This woman has devoted twenty-five
vears of her life to LPRL. Clearly she could not have
attained the goals set by herself and LPFL trustees in the
past had she been imaccessible, Miss Gi.son is a genteel
woman who conducts herself in a ladylike manner.

I would advise vou to include recommendations to the Wise
County Board of Supervisors, the Norton City Council, and,
particularly, Lee, Scott, and Dickenson Boards of Super-
visers how THEY can be more cooperative, ceourteous, and
receptive to LPRL.

Obviously, vour interviews with the Wise County and Norton
trustees bore little, if any, weight in the report. I
would be remiss in approving your report as it is presently
written., Untill vou have made major revisions, I will not
accept this rTeport.

Sincerelwy,

Desgivands E&“&\

Marvy Hargis Fraley
Chairman, Lonesome Pine Regional
Library Board of Trustees



..»(Uy s {3
June 1, 1990 K3

tr. Fhilip A. Leone

Director

Joint Legislative Audit and Review Commission

Suite 1100, General Assembly Building, Capitol Sgquare
Richmond, Virginia 23219

Dear Mr. Leone:

We have received and reviewed the exposure draft of
your report on the Lonesome Pine Regional Library System. We
would like to commend you and your staff for the content of
this report. You have pointed up the problems that this
organization's hoard has been experiencing. The report is
in-depth, fair, and very well done.

We appreciate the recommendations ané will strive to
improve the system by putting these recommendations in place.
This accomplished, we will be most happy to remain within the
regional system. We have always maintained that regional
membership is appropriate for Scott County if the system is
operzted properly and fairly.

Again, our perscnal thanks to you and members of the
Commissicon for a jobh well done.

Sincerely,

W ﬁi&f%

Larry Gillenvater
SCOTT COUNTY TRUSTEES
LONESOME PINE REGIONAL LIBRARY



ONESOML PINE REGIONAL LIBRARY
. My 4

#
ASE COUNTY PUBLIC LIBRARY d @
0.BOX 1379
NSE, VIRGINIA 24293 Regional Librarian
03/ 328 - 8081 Theda F. Gibson

June 2, 1990

Mr. Philip A. Lecne, Director

Joint Legislative and Review Commission
Suite 1100

General Assembly Building

Capitol Square

Richmond, Virginia 23219

Dear Mr. Leone:

I have read the draft of vour report on the Lonesome Pine Regional
Libraryv. The cepy of the first letter that I received from you, dated
December 28, 1989, said that vou would make an audit of the funds
appropriated to the Lonesome Pine Regional Library with both program and
financial components included. I believe that the finances should have
received equal space with vour theories of library programs in the
report, but the handling c¢f finances is barely mentioned. I only found
three sentences concerning handling of funds, and they all included
qualifications.

On page "1i" of the Summary the last sentence addresses our handling of

funds. "There 1s also no evidence of any financial impropriety or any
substantial inequity in the allocation of funds among the local
branches.” Will vou please explain what inequity was found even though

it w&s not substantial?

On page 64 the first and second sentences of the second papagraph read,
"Review of the Lonesome Pine Regional Library's financial records
indicates that expenses for the system appear to be appropriately
allocated among the participating localities. An Auditor of Public
Accounts (APA) review of the audits performed for the LPRL revealed that
the 'substance of the information presented in the statement appear to
be reliable.'" Will you please check to be sure and include your
findings in the report?

Just before this audit was reguested there was a great deal of newspaper
publicity about mishandling of funds. Because funds have been the main
source of distrust and continucus problems for the library system since
the establishment, ] REQUEST THAT THE FINANCES BE DISCUSSED FULLY IN THE
REPORT.

I hate to lower myself to the level necessary teo answer this report; but
it can only be answered peoint by peint in the same style that it is

presented.

In my opinion the report is very poorly written, and the content is even
worse. It is repetitive and has too much detail on subjects that are

WISE, DICKENSON, LEE, and SCOTT COUNTIES: CITY OF NORTON



Mr. Leone, page 2

insignificant and no discussion on some important points. The report is
full of opinions that are stated as facts, inaccurate statements, and
petty gossip and comments. I cannot imagine that vou would want to
produce a report that was not accurate on all points,or a report totally
wihout dignity.

I have made an extra copy. Since it was easier to mark small
corrections on the sheets in some cases I have marked directly on the
sheets, and I will attach them to this letter. In the interest of speed
and simplicity I have used "vou" when referring to the JLARC reporters,
and "1" or "we' in our replies.

Comments on Summary 11

In the last paragraph you state that the percentage of staff expense at
LPRL 1is virtually identical to five comparator regional systems.

Your figures are for FY 1989. We do not have access to 1989 figures so
I have added columns for the systems you have used on Table 7 on page
84 and have used 1988 figures. 7o show a complete picture these
additional categories are necessary. See copy attached.

To properlv judge the economy of the LPRL operation as compared to
others you would have to also use the other statistics to compare the
worklead of the staff. LPRL is lacking in trained librarians as
compared to the other systems. Two of us work long hours and the other
one works steadily and efficiently for the total work day. The two who
have most of the personal contacts {patrons, emplovees, etc,)} have to
work after regular hours and on weekends to keep their desk work done.
All three are working librarians and not just figureheads.

Summary 1ii

LPRL has more outlets to staff than the other comparators. Circulation
is higher, vet you state that LPRL only appears to be relatively
gfficient in managing its collections.

Summary 1v

You state that circulation is a problem. LPRL circulation last vear was
1,176,281, which was much higher that any of the comparators. I do not
not think that circulation over one million in this rural section of the
state is a big problem area.

Summary v

A great deal of space and criticism was given to the fact that AV
purchiases topped book purchases in 1987-88. See your Table 11 on page i8¢ -
(Copy follows)



Mr. lLeone, page 3

The fact that we spent more funds on A-V materials than books in 1987 - 8%
was a human error that we regretted, but the fiscal year had ended
before we discovered the mistake. The LPRL bookkeeper always gives the
bock selectors a montnly report on money available for books in each
county. ( See copy of last month's report attached.) 1987-88 was our
current bookkeeper's first year here. She did not realize that she
should include the money Wise County appropriates for books in these
reports. The book selectors did not realize that the money was
available and curtailed purchases. Wise County local funds for books
and all dondfons from individuals for book purchases were carried over
into fiscal vear 1988-88.

Page 1%

i have no idea where you got the LPRL organization chart vou have
reproduced on page 19. 1 have never seen it before and it is certainly
not cerrect. 1 gave you a copy of our organizational chart earlier but
I am enclosing another copy. It is nothing like the cone you have
included in vour report.

You mention repeatedly that the technical services libraian should have
more responsibility. On the chart you have included in the report you
show her standing alone. On our chart it shows that she shares
responsibility of supervision with the other two librarians and that it
is way 1t 1s intended to be.

By definition the TS5L is supervisor of the technical services
department. At least three of her assigments could be a full time
position if we could allow that much time for them: 1. Cataloging
2. Children's services 3. Book selection

This librarian came to the library about 14 years ago as a secretary.
She then moved to technical services as a clerk. Her title was changed
when she received her master's degree. She has been very disappointed
because the staff did not change their attitude toward her.

Page 20

You suggest that we might send some materials through the mail as an
alternative to van deliveries. We have always done that. If we think
that a request is needed promptly and it can get to the branch quicker
than by van, we send it by mail. If any regional employee is going to
a branch they take anything destined to that branch. (I really hope
that we would not fail to recognize anything that elementary.)

In the list of the library director's duties in the personnel manual
fund raising is not included. It is listed as a duty of the trusteces.
These 1lists are standard. Very few libraians would have time to raise
funds unless they were in a public relations position.



Mr. Leone, page 4
Page 20 continued

I cannet understand how you could possibly say that '"the library
director retains authority for making the final determination regarding
which materials are purchased for the branches."

All of the materials are selected from reviews. The selector reads the
review and uses her judgment about ordering the books. The subject,
quality, funds available, and need in each location is considered by the
selector from the content of the review. She marks her decision on the
review source for the order clerk. Titles are often misleading and
there 1s no way 1 could decide about a purchase by looking at the title
on an order card. Besides the impossibility of such a system, I would
not have time to do such a silly thing.

You obviously do not realize the magnitude of the work in administering
a system of this size. You suggest that two of the three librarians
travel a large pavt of the time, two people get involved with each order
that goes out, and that all three act as bosses. Most of the employees
know their jobs and reguire little or no supervision.

Page I6

You state that internal conflicts within the regional headquarters
appear to interfere with effective management of the system.

wWhen somie of the newspaper articles following the Scott County grievance
fiasco were saying so many ugly things last vear, the regional staff
sent a letter to all the local newspapers in my defense. 1 am attaching
a copy . 1t think it is an excellent letter, and it shows that
attitudes change as circumstances touch employees personally. .

Some members of the regional staff want to leave the office for the
public service area as openings occur because those employees have more
job security, 1 sympathize with them, but they were hired for office
jobs and do not always suit the positions in public service,

As vou know, we recently had a vacancy and three employees applied.

One of the ones who was not selected filed a grievance, but the library
board did not reverse our decision. A limited rebellion followed. All
of the employees are not involved. The ones who are involved have
bragged to anyvone who would listen that they were going to get me fired
by making wild statements and attributing them to me. I have been told
that the JLARC investigators in their interview with them, told them that
they need not worry because they were going to take care of me. (After
seeing vour report I tend to believe that.}

The regional staff and I have had an excellent working relationship over
the years - unless something happened that they did not like. »Fhey—

-

They know how hard | worked to get a pension plan for them, additional



Mr. Leone, page 5

holidays, salary increases, etc., They know that they never had to feel
that thev were under a strain. The work atmosphere was always informal.

A lot of our employees are not malcontents, and several previous
employees who have very positive attitudes siill live in the area.
To get a true picture of the situation you need to talk to a
representative group.

The report mentions several times that I try to worry the regional
employees by telling them that the branch staff and the library board
dgre hostile to the regional staff. That is not true. 1 do not have to
tell them anvthing abovs that. They tell me things that 1 did not know.

Regionzl employvees work in branches often and they come back telling all
sorts of horror stories. Delivery clerks also come back and repeat
things they have heard. Some of the employees have heard directly from
the library board members that they think the regiomal staff should be
reduced. Severzl of them have typed letters I have written over the
vears to the various county administrators justifying the number of
regionzl employees -nd explaining in detaill what each one does. In
other words this is 4 well known situation.

The majority of the staff in the branches resent the fact that their
county pays a percentage of the salaries of the regional emplovees and
that fact is known by almost anyone who has ever entered one of the
libraries, including patrons and emplovees. That is and always has been
the most popular subject of conversation. The gist of the talk is that
"they' use the money from "our" county to hire all of that gang to '"'sit"
in Wise and will not hire the help "we" need. Every personnel manager
we have had has expected to get through to them, but they have failed
because it is impossible, I have tried everything I could think of
trying, but I have also failed.

We have had some open-minded and intelligent board members over the
yvears. Several years ago they suggested that we have every employee in
the svstem come to Wise to work for a week so thev could see and
understand the mass of work to be done. They came with a closed-mind,
nd if evern one employee changed as a result 1t was not evident.

The best explanation I have heard for these attitudes was made by a
board member, an experienced businessman, who said that the employees in
his county were strongly union-minded and that they really believed

that they had to be against the establishment. He also said that we
need not hope for a change as long as they are employed there, and they
are still emploved.

The report also mentions several times that I do not have a good
relationship with local officials. That was news to me. I have never
been anyhing but nice to them, and they have never been anything but
nice to me. 1 have always been available to explain anything they
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did not understand. I have invited them to the office for a first-h=nd
examination of the operation. 1 have answered long lists of questions

by letter. They do get negative reports from the local employees and

they probably cannot separate truths and untruths.

Page 28

You state that local officials do not believe that the library director
was accessible for meetings or discussions. A good way to clear up that
question would be to ask, then they would know and would not have to
believe. In my 25 vears I have never failed to attend a meeting when 1
was asked. I have never failed to talk to someone who came to the
library. I have never failed to talk to anyone on the telephone. 1
have been complimented on my accessibility. Years ago a staff member
from the State Library said that it was well known that Howard Smith,
then director of the Richmond Pubilic Library, and 1 were the two most
accessible librarians in the state.

I think that 1t 1s totally unsuitable in & supposedly factual report of
thigkind to say that a local official said that I have an "arrogant
attitude.” In the next sentence vou state that I told the official that
Wise and Norton could have a regional library. He asked that question
and I told him that they could. That is true. These statements are only
opinion and have no place in a facual report. I think that they should
be removed or balanced with some positive opinions.

Pages 29, 30, and 31

We are back to the chain of command and the phantom organization chart.
Please see discussion of Page 19. 1 do not think it is necessary to
discuss it again and again.

Page 33

The statements on this page are absclutely untrue. Similar statements
were discussed the last time you brought it up. Please see discussion
of Page 26.

At the end of the second paragraph you mention that I made critical remarks
about the branch supervisors. I do not have much contact with them (for
which vou have criticized me often) and I do not know why I would have
occasion to discuss them. Some of the regional employees do have daily
contacts with them and they laugh at them, call them stupid, call them
unccoperative, call them two-faced, and on and on.

Page 37
1 quote from the second paragraph, "... the director stated that she had

wanted all along to use regional staff for the project but had been
waiting for someone to tell her to do it." This statement is slightly
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confused. In the interest of the entire region I knew that the regional
staff should be helping to complete the union catalog; but because of
all the ijealousy over the work of the regional staff I dreaded to go
through what would follow if the branch people heard that they were
working on the books housed in the Wise building. The strong directive
from the State Library staff member gave us the backing we felt we
needed to go ahead.

One of the advantages of a regional library system is that expensive but
little-used books can be placed in the main library but not duplicated
in the branches. These boeoks should be considered regional anyway; they
are not really Wise books. 1 do not know any words in the English
language that would explain this to the branch employees. Also, this is
another expense that Wise County pays for the region. Technically these
books should have been handled by the regional staff.

In discussing the question of equal time, boxes of books are brought to
the technical]l services office each week. The staff in the branches has
had trouble with linking them. These books have already taken
more time than was spent on the books in question and will continue
urtil the project 1s completed. The assistant director works with
these books.

Page 38

In the second paragraph you state that LPRL's director "claimed."
Anything I said was true, and I do not appreciate the insinuation that
1t was not. In the same paragraph you state that "she claimed that the
chairman of the board of trustees.”™ I did not say the "chairman™., It
was a board discussion.

Page 39

In the second paragraph you stated that "a written statement obtained
from one current board member indicated that the director has claimed
that the Wise Conversion was performed by students hired through money
provided by a private individual.™ It would take an IDIOT to make a
statement like that and expect anyone to believe it., Again, I cannot
believe that you would include this in a serious report.

This statement probably came from the same trustee who stated in a
newspaper article that 1 told the trustees that they could not go in
their library as long as they were on the library board. I do not think
that there are two people in the world who would make such statements.
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Page 41

In the second paragraph you state that upon conversion of the Wise
Branch the supervisor received a letter from the director indicating
that the board had commended her for the branch's progress on the
project. This is not true. During work on the project and on the
instructions of the library board we sent letters to all supervisors who
were making an effort on the project, and a letter to all supervisors
who were not making an effort. These were the only commendation letters
that were ever sent. The supervisors who failed to improve after they
received their letters of criticism were finally placed on probation.

I have had very little connection with the computer project. 1 never
used Wise to the branches as a good example. I did not discuss
the project with them at all.

We are criticized because we do not get the approval for day to day
operations from the staff. This is foolish from a management
standpoint. We would never get anvthing done because nothing would ever
be approved. This also hold true for the library board. If the
administration does not have the authority to carry on the day to day
operations the library would stagnate.

Pages 42 and 43

We agreze that human resources management is poor. Another position is
absolutely necessary before this area can be properly covered.

Page 52

In the second paragraph you state that we have not allowed our personnel
to take advantage of educational programs. You stated that only the
Wise Branch Supervisor had "ever' attended an educational program, and
that onlyv one Supervisor reported having attended the VLA Conference.

I am listing below the employees who have attended the VLA Conferences
in the last few years:

1988-89 Hazel Jesee, Mail Qrder
Goldora Carico, Technical Services
Delores Gibson, Technical Services
Jennie Adams, Assistant Director
Theda Gibson, Director
Sheila Phipps, Dickenson County
Norma Ferguson, Lee County
Debbie Booher, Haysi
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1987-88 Delores Gibson, Technical Services
Karen McClellan, St. Paul
Candace Hilton, Coeburn

1986-87 Martha Irvin, Big Stone €ap
Jennie Adams, Assistant Director
Anna Collins, Mail Order
Elizabeth Gillespie, Wise County
Donna May, Coeburn
Theda Gibson, Director

1985-86 Jennie Adams, Assistant Director
liebbie Booher, Haysi
Carol Arwood, Scott County

1984-85 Arlie Hilton, St., Paul
Linde Smith, Assistant Director
Anna Ceollins, Mail Order
Faye Slemp, Bookkeeper
Goldora Carico, Technical Services

Uther emplovees were offered the oppertunity to go but they did not
accept, In a vear prior to the years listed 18 LPRL employees attended
the Conference.

Our emplovees regularly attend meetings held by the State Library staff

in Abindon, Marion, Wytheville, and Roanoke. Some of them have attended
meetings in Richmond. Several of our emplovees have attended workshops

in knoxville and Atlanta.

For several vears the West Virginia Library Association held two-week
seminars on cataloging and reference at Marshall University. Two to six
of our emplovees attended the meetings annually. Usiversity—in
Ruptimgion,. Kest Virginia« Two-to $iX of our employees -attended the
meetings.—enpnually.,

The Library has paid the tuition and given time off from work to allow
any employee to take Library Science courses at Clinch Valley College

here in Wise. Only employees working in Wise have taken advantage of

this offer. One year 12 employees took a reference course and another
year sevem emplovees took the reference course.

Page 52

You state that several branch supervisors state that they receive no
professional periodicals in their branches. All of the larger branches
receive Library Journal and Publisher's Weekly. The supervisor is

Dick nson County reguested that Library Journal be discontinued in their
branch in order to have periodicals that would receive more use. These
magazines are available for loan to all employees.
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Page 76

Would you please sxplain the problems discovered even if thwy were not
substantial?

Page 102

We have always provided exactly what the Library Board wants in their
monthly reports. We have detailed reports on file, and they can have
anvthing they want. They decide periodically what they want. Some
groups want very little because a lot of information confuses them; some
of them want detailed reports. We have had many budget workdays;
sometimes with the whole board; other times 1 have gone to each county
and worked on each county budget with the local trustees.

Without any variation, the budget is discussed at the Library B oard
meeting in January. The Board decides about the emplovee benefits they
would like to provide for the emplovees for the coming year., The staff
ther prepares the proposed budgets based on operating expenses in the
current vear and any other factors thet they know will effect the
budget. The staff then prepares the budget, as they have been directed,
for the board's examination in February. 1If changes are needed, they
are made and the budgets are mailed out to the counties before March
I1st.

Your criticism of the director for using poor judgment in asking for
such large amounts in the budgets was misdirected. The staff never
makes budget decisions as you have charged,

Bage 104
Page 104

The primary dutv of the library board is to secure adequate funds for
library operation. They should understand the budget and be able to
reinforce what we explain to the governing bodies. Most of the local
governing officials have full-time jobs and would not be interested in
in being involved in making the budgets.

When Dr. Jonas, Mr. F ox, and Mr. Campbell visited our library the first
time they told me that they were going to conduct a fair, thorough, and
unbiased report on the Lonesoe Pine Regional Library.

The biggest problem this library has is that some of the branch
employees talk against the region constantly and always have. Even
though you did not talk to me very much I cannot imagine that someone
did not mention that. Their influence is strong with the members of the
Boards of Supervisors at all times because they do not like to hear that
their money is being used for the benefit of Wise County. Their
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influence on the library board members varies. If the members are on a
management level, the malcontents have little influence. If the
gmembers are not business oriented they sometimes have a great deal of
influence.

Negative remarks about me and some about the assistant director are
sprinkled all through the report, but there are no negative remarks
about other staff, and please do not say that there are none to be made.
Is this fazir? Is this unbiased?

There is no way the report could be described as thorough. We have
proof of every correction I have mentioned. Why were all of these
statements made without checking the facts?

I was shocked when 1 heard that the investigation was complete. The
introductory visit and regquests for information were the only contacts I
had had with the investigators. At the suggestion of a State Official I
called Dr. Jonas and asked for an oppoortunity to have some input. The
investigators did come here but the visit was ''in name only." No input
from me or the assistant director shows anywhere in the report. We are
not surprised now that we realize that we were the Yinvestigatees."

We should have had a right to defend ourselves.

You had several months to prepare your report, and I had only a few days
to answer. 1 know it is roughlv prepared, but I do not have time to
correct it.

Sincerely vyours,

Director
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