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lllinois Heartland Library System

TO: IHLS Policy and Membership Committee
FROM: Leslie Bednar

DATE: May 6, 2022

RE: FY2023 Draft Operational Plan Feedback

Attached, please find member feedback received to date on our FY2023 Draft Operational
Plan and Budget. The operational plan is a guiding document and fundamental component
of our System Area and Per Capita Grant each year.

The final draft of the operational plan in your packet has had a few adjustments. The most
important is inclusion of Section D. Resource Sharing. That section was inadvertently left
out of the plan we shared in April. We apologize for the inconvenience. Additional changes
are listed here:

--combined Facilities activities in the Delivery section with the same in Administration
section

--removed reference to ergonomic specialist

--moved these member-focused tasks from Resource Sharing (SHARE) to Membership
section: activities related to the Interlibrary Loan Traffic Survey, Non-resident Card data,
and expansion of Non-Resident Card program resources on IHLS website

--removed Implement new website design from Administration/IT section

The Operational Plan is approved by the board and the lllinois State Library. The SHARE
(proprietary) budget is reviewed by the SHARE Executive Council and forwarded to the IHLS
Board with their recommendations. The IHLS Board approves the General, Capital, and
SHARE budgets. The Cataloging Maintenance Center, OCLC, and Trustee Training budgets
(or special revenue budgets) are approved by the lllinois State Library.

Following the April board meeting we posted the draft FY2023 Budgets and Operational Plan.
Illinois Heartland Library System is committed to gathering as much input as practical and we
take advantage of opportunities beyond the website feedback form.

Since April 27, we sought input at these events:
--Thursday Directors’ Chats
--April 29" Small Public Libraries networking group

IMAGINING TOMORROW ~ DELIVERING POSSIBILITIES TODAY!
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https://www.illinoisheartland.org/?q=connect/directors-chat

Member Feedback

We have attached the questions and responses received via the Open Gov Townhall site. IHLS
is currently in a Request for Information phase to investigate the purchase of an automated
materials handling system (AMHS) and have received several comments to date that have
focused on this project. It is evident adjusting to a possible AMHS is important to our
members and they naturally have questions. There is a lot of enthusiasm and some
trepidation and that is all valuable feedback. In addition to the comments attached, we have
gotten questions like:

--Where specifically on the outside of the item is the barcode to be located?

--How much of our collection needs to be re-barcoded?

Additional Opportunities for Feedback

Like all good planning initiatives, we are taking it on the road as much as possible. Here are
future member events where we will solicit input:

--May 12t Directors’ Chat

--May 19" Members Matter meeting

--May 19t Metro-East Public Library Management Group meeting

--Any additional membership gatherings we can identify prior to the May 24 board meeting

In May, there are several opportunities for discussion and review of the proposed FY2023
budgets:

> May 9: Finance Committee Meeting
> May 16: Executive Committee Meeting

> May 24: Board Meeting (final approval)

Thank you for your consideration.


https://webjunctionillinois.adobeconnect.com/directors
https://librarylearning.org/event/2022-05-19/ihls-members-matter
https://librarylearning.org/event/2022-05-19/mepl

Feedback Requested on FY2023 IHLS Operational Plan and Budget(s)

Please provide your feedback for the FY2023 IHLS Operational Plan and Budget(s)

7 registered statements

Name not shown
May 6, 2022, 11:08 AM

The budget deficit is rather large, but | see that you have the cash flow to support these expenditures. | assume that in future years the budget will not remain
as negative because you cannot spend money that you do not have. | am interested to learn more about the AMH when the information is available to us. IHLS
has always looked for innovative ways to support us members. The consulting program that you will be starting would be good for us. | also like the library
trustee program, that would be very beneficial to my board. Have you gathered information on what other organizations are budgeting for the salary increases
for staff? Does the lllinois State Library plan to increase your funding or what measures can be taken with increasing costs? | have heard before that RAILS
receives much more funding than IHLS, why are the amounts so different?

‘ Message from IHLS Open Town Hall Admin

Thank you for taking the time to review our data and provide your input. Your concerns are valid and we would like to provide a brief explanation.

IHLS will never plan to spend more money than we have. Based on an article published by HR Source on March 29, 2022, survey reports the
average pay increase for non-exempt employees is at 4.63% and exempt employee increases are averaging 4.38%. RAILS is considering a 5.9%
increase based on their FY2023 Operational Plan board document. The Secretary of State's FY2023 budget included an increase of over $2.8
million to the three library systems. From that approved budget request, IHLS received an increase of $519,300 in the System Area & Per Capita
Grant. Currently, IHLS is funded below statutory funding. Our hope is that library systems will be fully funded in the future years. We have
budgeted for a grants contractor to assist in finding alternative revenue sources for the support of future projects. The library systems are mainly
supported by the System Area & Per Capita grant. Even though IHLS does cover a slightly higher service area, RAILS has a much larger
population. Also, with the results of the census, IHLS population recorded a decline while RAILS recorded an increase. Thus, resulting in RAILS
receiving approximately three times more System Area & Per Capita Grant revenue than IHLS.

Name not available
May 5, 2022, 9:17 AM
| read the part where ongoing work is being done on the building at Edwardsville. Is this necessary? Aren't the majority of employees still working from home?

| would think it should be a priority only if the remodeling is to get the staff back to the building . Also if the re-modeling would be for in-house continuing
education workshops for library staff on budget, policies, by-laws, new requirements on IPLAR and Per Capita Grants and in-person professionals such as Phil
Lenzini that have so much information that is helpful to current and new library directors.

‘ Message from IHLS Open Town Hall Admin

Thank you for taking the time to review our data and provide your input. Your concerns are valid and we would like to provide a
brief explanation.



IHLS staff fully returned to the office in 2021. As is was prior to COVID, there are some staff members that are able to work remote a certain
number of hours per week based on their job description. The Edwardsville building has not been updated since 1994 and the building is in need
of some repairs and updates. IHLS started the remodeling process in FY2021 and we have a remainder of the upstairs to complete along with a
small training room on the first floor. We need to make accommodations for our growing number of staff that are now located in the Edwardsville
location and we will have another meeting room space on the second floor. Unfortunately, we will no longer be able to accommodate large groups
for training sessions at the Edwardsville location but if we have a large in person group session, we plan to rent a space that will accommodate
the group size. We will continue to offer trainings virtually on a variety of topics and we truly appreciate the list of workshops that you have
provided. It is very beneficial to know what are libraries are needing. In FY2023 we will be conducting our triennial all-member survey. Please take
the time to complete this survey, as these are great suggestions for training topics! The training topics are developed based on member input
from this survey.

Name not available

May 3, 2022, 9:46 AM

| am concerned at the deficit budget, and the hiring of additional staff. Should IHLS be taking on new staff without the means of support for that position long-
term? Deficit budgets are not the standard and | worry about the outcome, especially with the lllinois elections this year.

Message from IHLS Open Town Hall Admin
Thank you for taking the time to review our data and provide your input. Your concerns are valid and we would like to provide a brief explanation.

The new positions that are in the General fund are a Membership Coordinator for a partial year and a Project Coordinator that is allocated 25% to
the General fund and 75% to the Trustee Training Grant. The Membership Coordinator is budgeted to start in January 2023, this is to enhance
member services with a focus on Continuing Education. This is an area that IHLS has identified that needs additional staff for the development of
these services for our members. The Project Coordinator is mainly supported by the Trustee Training Grant. This position will be determined by
the length of this grant and the need for this position. With the importance of this training grant, the Project Coordinator will allow for the full
development of this project in ample time. This position will also assist in the organization of General fund projects. For the SHARE budget, the
Administrative Assistant will provide much needed support for all SHARE management staff. This position will alleviate administrative tasks from
management personnel that will allow them to focus on high level projects that will support SHARE members.

While some of the budgets are in a deficit, these budgeted amounts are intended to be "no more than" amounts and IHLS has historically ended
well under the budgeted Total Revenue Over (Under) Expenditures. Please see the Historical Budget vs. Actual memo presented to IHLS Board
of Directors at their April meeting.
https://www.illinoisheartland.org/sites/default/files/meetings/other/14.3%20Historical%20Budget%20vs.%20Actual.pdf

Since existence, IHLS has not received full funding based on the lllinois statue of Area and Per Capita funding. While a negative budget is not
ideal, it is important to ensure that IHLS can provide all the necessary services to our members libraries and the communities they serve. Both
SHARE and General fund have fund balances to absorb these deficits at this time.

Name not available

April 29, 2022, 10:29 AM

| understand that an automated system at IHLS would save IHLS money, but it would cost individual member libraries a lot in terms of products (new barcodes
for everything) and time (personnel to re-barcode everything.) Perhaps IHLS could explore a way that the barcode could be printed on the slips that are
currently being placed on the front of the books? | would think that a change in the systemwide software would be a far less expensive option for member
libraries and still be compatible with an automated system. However, | am not skilled or knowledgeable enough to know if that is possible. Just a thought.

‘ Message from IHLS Open Town Hall Admin

Thank you for taking the time to review our data and provide your input. You are correct that it is very important to consider the member impact
with an AMH system. Next fiscal year we will begin a full analysis (for IHLS and the member libraries) of the AMH system with the information we
have received from the Request for Information from AMH vendors. IHLS is aware of the impact on member libraries and will take that into
consideration in the decision before moving forward on this project. Once the full analysis of AMH has been completed, the results will be posted


https://www.illinoisheartland.org/sites/default/files/meetings/other/14.3%20Historical%20Budget%20vs.%20Actual.pdf

for member comment prior to a decision being made. IHLS plans to look for grant funding for the purchase of the AMH system along with member
support for barcodes and/or RFID tags. IHLS realizes this is a pivotal moment in library technology and we are focused on technology
improvements that benefit our member libraries.

Name not available

April 28, 2022, 3:51 PM

| am a little confused by why IHLS needs a four person accounting department. It doesn't indicate which of them are full-time, but that seems like an awful lot of

people to handle the finances of an organization this size. The IT department also seems a little oversized for the size of the organization, but since SHARE's
primary product is software, that at least seems somewhat justified.

The service which seems underfunded relative to its importance is Consulting to libraries. In particular, it would be very valuable for IHLS to hire a HR
professional which can provide training, but especially situational advice and assistance, to member libraries. We have hundreds of libraries and no more than

a handful have anything like an HR professional, and most cannot even afford to belong to an organization such as Employers Association. This is a great need
| would like to see considered in future budgets.

Perhaps there would be value in hiring an outside consultant to review job descriptions and how much work is actually being done by each position. Especially

since staff started working at home, it seems like we have persons performing very few duties. Is there accountability? There are staff at IHLS who can always
be seen actively supporting libraries (Anna Yackles is a good example) and there are others from whom are almost never seen nor heard. (Sadly, Ms. Bednard
is on this list.)

| would like to see more accountability and honestly, more value given to libraries, from a budget this size.

Message from IHLS Open Town Hall Admin
Thank you for taking the time to review our data and provide your input. Your concerns are valid and we would like to provide a brief explanation.

Our Accounting Department has 4 staff members and this is equivalent to 3.8 full-time equivalent (FTE). Of this number, 1.75 FTE do the work
and are financially supported by the OCLC Billing Grant, which is the OCLC Fund on our organizational budget narrative. We are the fiscal agent
for the statewide billing of OCLC services for the lllinois State Library, which includes libraries throughout all of lllinois. This grant manages
approximately 5 million in revenues and expenditures each year. The other 2.05 FTE in Accounting are financially supported by the General
Fund. They manage the SHARE and IHLS billings and collections, accounts payable for General fund, CMC fund, OCLC fund, SWAYS fund,
Capital Projects fund, and SHARE fund, the in-house payroll processing for all funds (roughly 100 employees), tax filings, grant reporting,
management of IHLS annual audit, and many additional duties beyond listed here. The IT Department consists of 4 FTE; 2 FTE for General fund
and 2 FTE for SHARE. IT provides internal support for the organization as well as for all IHLS and SHARE member libraries.

We could not agree more that consulting and continuing education for member libraries is an area that needs development. IHLS has been
focusing on the development of our Membership department and the fulfillment of member needs are expanding with the recent addition of a
school liaison focused on school library needs and concerns, and a future addition of a Membership Coordinator with continuing education focus
in FY2023. Additional details on the FY2023 Membership planned activities can be found on page 18 in the operational plan. Our HR Department
(along with other departments such as IT and Marketing/Communications) plan to initiate consulting hours for member libraries to schedule a time
to meet one-on-one to discuss specific issues. IHLS offers webinars annually related to staff development of a variety of HR topics. Please see
this link on our website for information for the current series https://www.illinoisheartland.org/ce/hr-webinars
(https://www.illinoisheartland.org/ce/hr-webinars). Additional details on the FY2023 Human Resources planned activities can be found on page 6
in the operational plan. Please note that we cannot advise on specific situations when pertaining to HR laws due to the legality, but we can
provide resources for guidance.

We can assure you that all staff at IHLS work diligently to serve member libraries. Each staff member has a different role that they serve within
the organization. Some staff are externally facing and some staff are internally facing. While the presence of every staff member is different at
every level, all staff have the best interest of members in mind while completing their tasks and our focus is on IHLS member libraries no matter
what our role is within the organization.

We value accountability and honesty within our organization. Please feel free to contact us if this response has not addressed your concerns.



Name not available
April 27, 2022, 4:14 PM

Thank you for the opportunity to examine and give feedback. As a member library, we have 2 areas of concern in the FY2023 budget proposal.

The AMH (automatic material handler) would save IHLS money in the long run, but it would come at the cost of the member libraries. This would require
member libraries to operationally change our current barcode systems, and likely would mean a continued replacement of the entire collections barcodes. This
route should only be considered if the AMH system would not require any significant change to how member libraries are applying barcodes, and after
considerable input from any member libraries who would be affected.

(Context: as a member library, | do not know which of these projects are necessary and emergent. If all of these projects are imperative, please ignore this
feedback.) It is worrisome to see such negative balances. Libraries around the state are struggling, and such drastic increases to spending sends a mixed
message. Considering current material costs, labor costs, and the continued uncertainty of the supply chain, it may be worthwhile to examine pushing some of
these projects back, instead of trying to fit them all into the same fiscal year.

‘ Message from IHLS Open Town Hall Admin

Thank you for taking the time to review our data and provide your input. You are correct that it is very important to consider the member impact
with an AMH system. Next fiscal year we will begin a full analysis (for IHLS and the member libraries) of the AMH system with the information we
have received from the Request for Information from AMH vendors. IHLS is aware of the impact on member libraries and will take that into
consideration in the decision before moving forward on this project. Once the full analysis of AMH has been completed, the results will be posted
for member comment prior to a decision being made. IHLS plans to look for grant funding for the purchase of the AMH system along with member
support for barcodes and/or RFID tags. IHLS realizes this is a pivotal moment in library technology and we are focused on technology
improvements that benefit our member libraries.

IHLS prioritizes projects prior to placing them in the budget and executing them. All the items budgeted this year are items that need to be
accomplished. Completing these projects now will further delay the inevitable need of upgrades and replacements and will allow us to forecast
more accurately for future years. We have an adequate General Fund & Capital Projects fund cash balance to complete these projects that are
budgeted. As a result of multiple years of unspent funds in the General fund, it has allowed IHLS to build a reserve amount in the General &
Capital Projects fund to absorb these deficits.

Name not shown

April 27, 2022, 1:58 PM

Although the budget will be projected to end in a deficit, | feel that the staff and administration has worked diligently to review expenses and revenues. Have
ideas of future savings and/or revenue offers. Lean times have always been around for systems and this post-Covid environment has placed some hurdles to
the systems funding. The system will manage the rocky road ahead and | am sure come out stronger.

Message from IHLS Open Town Hall Admin

Thank you for taking the time to review our data and provide your input.

IHLS Open Town Hall is not a certified voting system or ballot box. As with any public comment process, participation in IHLS Open Town Hall is voluntary. The
statements in this record are not necessarily representative of the whole population, nor do they reflect the opinions of any government agency or elected officials.
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