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REGION OF WATERLOO
PLANNING, HOUSING & COMMUNITY SERVICE
Community Services

TO:

Chair Todd Cowan and Members of the Library Committee

DATE:

May 28, 2013

SUBJECT:

IMPLEMENTING THE REGION OF WATERLOO LIBRARY SERVICE REVIEW
RECOMMENDATIONS

FILE CODE: R09-01

RECOMMENDATION:
THAT the Regional Municipality of Waterloo take the following actions to implement the Region of
Waterloo Library (RWL) Service Review recommendations, as described in report P-LIB-13-003
dated May 28, 2013:
a) Endorse the four elements of the Strategic Planning Framework, comprised of the Region of
Waterloo Library Vision and Services Priorities, the Services Delivery Framework, the
Statement of Purpose for Library Programming, and the Hours of Operation Framework;
b) Approve the new Schedule for Branch Hours of Operation to be implemented within the
approved 2013 RWL Operating Budget;
c) Approve the action items for 2013 listed in this Report, to be implemented within the
approved 2013 RWL Operating Budget;
d) Add 0.4 FTE to the RWL staff complement (with no impact on the RWL Operating Budget)
to reflect the additional 13 staff hours per week for branch operations, evening programs,
and website committee included in the above action items; and
e) Endorse in principle the action items shown in the Proposed RWL Service Improvement
Plan for post-2013 implementation, subject to future budget consideration and approval.
SUMMARY:
This report presents the Region of Waterloo Library staff recommendations in response to the
consultants’ proposals that were detailed in the Service Review and Implementation Plan. It is
recommended that the four elements of the Strategic Planning Framework developed by the
consultant, which are Vision and Service Priorities, Service Delivery Framework, Statement of
Purpose for Library Programming, and Hours of Operation, be endorsed by Regional Council. A
Revised schedule for Branch Hours that is more consistent and easier to remember, but balances
total cost and level of service, is also recommended for approval. It would add 17 hours per week of
public hours, requiring 22 hours per week of additional staff hours. Finally, 42 action items for 2013
are recommended for approval. All of these recommendations can be accommodated within the
approved 2013 RWL Operating Budget.
REPORT:
Report P-LIB-13-001, dated April 19, 2013, presented the “Service Review and Implementation Plan
for the Region of Waterloo Library, Final Consultant Report”, and recommended that staff be
directed to report back on specific elements for prioritization and implementation at the May meeting
of the Library Committee. The strategic framework, hours of operation schedule, and other action
items that staff are now bringing forward for endorsement or approval will ensure that the service
improvements undertaken by RWL achieve even higher levels of patron satisfaction.
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RWL Vision and Service Priorities (Attachment 1)
The research conducted for the RWL Service Review resulted in strong consensus from library
users on what they value, as summarized in the following statements:
 It’s friendly, knowledgeable, and respectful of all persons, welcoming, interesting and upto-date.
 You’re always sure to get a smile, something interesting to read, and help with the
computer.
 It’s convenient and reliable.
 It celebrates reading and helps our children get a good start in life, and helps adults keep
engaged in learning
The RWL Vision and Service Priorities shown in Attachment 1 reflect this feedback from our users.
It is a concise statement of how RWL can focus services to meet the greatest needs, and provides
guidance to action planning and decisions about service improvements. It is aligned with the
Region’s Corporate Strategic Plan, and incorporations the Regional Values. It is recommended that
the RWL Vision and Service Priorities be endorsed by Regional Council, and broadly communicated
to the public.
Service Delivery Framework (Attachment 2)
Library services are delivered through our 10 branches, which have historically been configured as
one “main” branch in each Township, and several “small” branches operated by a single staff
member. Although the types of materials and services available in these branches are different,
there has not been a consistent approach to rationalizing these differences. A large number of
library services are now also delivered through the RWL website (www.rwl.library.ca) but it has not
been considered part of the service mix.
The Service Review report recommends that RWL move to a four level Service Delivery Framework
as shown in Attachment 2. The RWL website is at the top of this inverted triangle, showing that it is
integral to service delivery, and is open 24 hours a day, 7 days a week. The library should provide
as many services as possible through it.
The next 3 levels are the physical branches, grouped according to size of communities served as
well as physical size. Each level has a consistent set of programs, services and hours of operation
that are aligned with available resources and branch size.
It is recommended that this Service Delivery Framework be endorsed and used to guide decisions
about programming, materials and hours of operation at each of the branches.
Statement of Purpose for Programming (Attachment 3)
One of the great challenges for RWL has been to select which, of many possible programming
opportunities, should be considered. While the library has been consistent in offering core
children’s programs, there have been numerous requests for more specialized programs for
children, as well as for youth and adults. In some cases, the library has responded by trying pilot
programs in one or a few branches, but then not been able to duplicate successful programs across
all branches due to cost, staff availability, and lack of program space.
The Statement of Purpose for Programming shown in Attachment 3 identifies core audiences and
programming approaches for each. It will assist library staff with establishing priorities for new
programs.
1402378
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Hours of Operation (Attachment 4 and 5)
The hours of branch operation are a key component of satisfaction with library service. Resident
feedback revealed a regular pattern of irritation with hard to remember opening hours. Access to
library service is predominantly defined by hours of operation, so that addressing this issue will
directly improve satisfaction with library services. With ten branches, many of which require
multiple staff during open hours, this is also a significant component of the library budget. As
decisions to add or change branch hours will impact patrons, staff, and the budget, they must be
carefully considered before implementation.
The current schedule (shown in Attachment 5B) is a patchwork, with some branches opening on the
half hour, closing over dinner, and other variations that reflect resource limitations, community
demand, and other considerations. The research showed that, while more hours of operation would
be desirable, of even greater interest is having consistent, easy to remember hours of operation at
the branches. There was also some interest in adding service on Monday or Sunday. Asked
whether they would like to use the library on these days, respondents prefer opening Mondays over
Sundays. Still, only about 30% are “very likely” to use the Monday option. 79% stated that the
current hours meet their needs; of those who would like change, 54% request more morning hours.
Based on the research, a number of principles can be stated that reflect community expectations
and can guide decisions about adjusting the hours of operation. This Hours of Operation
Framework is shown in Attachment 4, and is recommended for endorsement.
The consultant’s report proposes a consistent number of hours per week for each grouping of
branches identified in the Service Delivery Framework. The consultant’s proposed schedule has
generally longer hours each day than in the current schedule, eliminating lunch and dinner breaks.
Some of the challenges involved in shifting to the schedule of branch hours proposed in the
Consultant’s report include:
 Cost: one extra staff hour per week costs about $1500 per year in wages and benefits; in
some branches, at least two staff are required to operate the branch;
 Scheduling: Saturday hours for the small branches are currently set up so that one staff
person can cover two branches (one in the morning, one in the afternoon); if all branches
are open the same hours, a different scheduling model is needed;
 Coverage: long shifts require meal breaks, which is a challenge in a branch with only one
staff member; since the minimum length for a single shift is 3 hours, either there would be
double coverage in branches currently operating with a single staff member, or some staff
schedules would have reduced hours;
 Facility limitations: The five small branches do not currently have a staff room or separate
area for the staff member to eat a meal while the branch remains open;
 Programming: With extended open hours, extra staff may be required to run a program, as
one branch staff member would be operating the library; currently the small branches run the
programs outside of regular hours.
After a great deal of consideration, staff recommend a revised schedule of operating hours that
could be fully adopted in 2013. The number of operating hours per week increases for four of the 10
branches - Elmira, New Hamburg, Baden and Wellesley libraries - but not quite as much as in the
consultant proposal. The small branches remain at 18 hours, but with a more consistent, and
easier to remember schedule. The current consultant proposal and staff recommended number of
open hours per week for each branch is shown in the following table.
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Hours per Week

Large
Medium
Small

Branch
Ayr
Elmira
New Hamburg
Baden
Wellesley
Bloomingdale, Linwood,
New Dundee, St.
Clements, St. Jacobs

Current
43
42
40.5
25
20.5

Consultant

Staff Recommendation

44

43

30

27

18

18

18

The most significant implication of the consultant proposal is the extended shifts of 6 to 8 hours
each day in the Medium and Small branches. These branches operate with one staff per desk, so
an extra person would need to be scheduled (for a minimum 3 hour shift) to cover lunch and dinner
breaks. The estimated cost to fully implement the consultant proposal is over $100,000.00 of which
$90,000.00 is due to this factor. The significant investment required for a minimal level of service
improvement is not recommended.
The staff recommended schedule for revised hours of operation is shown in Attachment 5. The
estimated cost to fully implement this schedule is $33,000. The 2013 Operating Budget already
includes $18,000 of this amount, which was approved specifically for expanding Wellesley branch
hours as a new issue in the 2013 Operating Budget (please see Preliminary Budget Report P-LIB12-004, dated November 27, 2012). Through the same report, an amount of $32,000 was added to
the Operating Budget to provide for implementing the Service Review recommendations (in advance
of knowing exactly what the recommendations would be). It is proposed that $15,000 of the amount
approved for the Service Review be used to fully implement the revised branch hours schedule,
beginning in Fall 2013. It is anticipated that no further changes to the Hours of Operation Schedule
would be needed for several years.
Proposed Service Plan (Attachment 6)
The consultant’s report recommended a large number of action items that would improve library
service. Library staff have reviewed the proposed timing and estimated costs, and prepared a more
detailed action plan, as shown in Attachment 6. The RWL Service Plan shows the 7 drivers of
satisfaction, citizen priority areas for each, the specific actions that RWL staff will undertake to
initiate, maintain or monitor during 2013-2015, as well as the estimated cost level associated with
each action.
Many action items are already underway, or can be accommodated within the approved 2013 RWL
Operating Budget. The implementation can be achieved using the funding allocated by Library
Committee for Service Plan implementation in the 2013 Budget (total of $32,000). The following
action items for 2013 are recommended for approval:
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Adopt new four-tier service delivery model
Create and implement new schedule
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FUNDING SOURCE
None required
2013 Operating Budget ($18,000 new) +
Service Review Initiative ($15,000)*
Service Review Initiative ($5000)*
2013 Operating Budget

Work with ITS to install Wi-Fi at all branches
Provide ongoing staff training on new
technology
Build capacity for more public computer
2013 Operating Budget
training
Increase # of eBooks and eAudiobooks
2013 Operating Budget ($5,000 new)
Balance collection budgets between print
Staff time
and digital resources
Monitor the eBook Market for New
Staff time
Developments
Increase # and variety of collections
Service Review Initiative ($1000)*
Increase ESL and adult literacy materials
Service Review Initiative ($1000)*
Programs that meet my needs
Adopt Programming Statement of Purpose
None required
Establish ROI guidelines to determine
Staff time
success factors for programming
Design programs with Every Child Ready to
Staff time
Read emphasis
Increase evening programs
Service Review Initiative ($3000)*
Continue One Book, One Community
Staff time
Make use of online promotional sites
Staff time
Continue to Develop Social Media
Staff time
Attractive, Accessible Physical Structures
Investigate Facility Collaboration with
Staff time + Township Council
Townships
Work with Woolwich Township re Elmira
Staff time + Township Council
Branch parking availability
Improve exterior signage on buildings
2013 Capital Budget
Monitor AODA requirements for built
Staff time + Township Council
environments
Work with Townships to implement
Staff time + Township Council
necessary changes
Improved Online Experience and Digital Resources
Improved catalogue functionality and page
Service Review Initiative ($3,000)*
design
Promote rwlibrary.ca through online media
Staff time
1402378
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Better promote databases and ebooks
Work with ITS to make maintaining and
updating RWL’s computers a priority
Develop a staff technology training plan
Continue following best practices on web
design
Establish staff Website Advisory
Committee
Continue to improve navigability and
access to content
Expand public computer training programs
for adults and seniors
Efficient and Effective Business Practices
Review circulation policies
Allow users to pick up family members’
holds
In-person, email and telephone registration
Friendly and Knowldedgeable Staff
Develop a staff technology training
program
Encourage regular use of eReaders and
devices
Every staff member able to provid basic
computer help and electronic research
assistance
Our Sense of Community
Add a “welcome for new residents” page
to our website
Attend local events to promote RWL
Sponsor children’s activities at fairs and
festivals
Display local artwork
Invite local guest speakers to library
programs
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Staff time
Staff time
Staff time
Staff time
Service Review Initiative ($2000)*
Staff time
2013 Operating Budget

Staff time
Staff time
Staff time
Staff time
Staff time +
Service Review Initiative ($2000)*
Staff time +
2013 Operating Budget

Staff time
Staff time
Staff time
Staff time
Staff time

* Total of Items funded by Service Review Initiative = $32,000
Communication Plan for Public, Township Councils, RWL Staff
Public: The goals of the communication plan are: to share with the public the results of the Citizen
Survey; summarize what we heard and what actions we are taking; and thank the community for
their input and support. The public responded well to the request to “Take the Call” and their
feedback is essential to monitoring and evaluating the service improvements Publishing the service
review results shows transparency while demonstrating responsiveness to the public. The positive
survey results highlight RWL successes and contributions to the rural communities. By using a
format of ‘what we heard’ and ‘what we will do’, RWL will show commitment to acting on citizen
feedback, and ensuring service excellence. A draft of the public communication brochure will be
1402378
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available at the Library Committee meeting.
Township Councils: As previously directed by Library Committee, RWL staff will prepare a
presentation for each Township Council before September. The presentation will include: overview
of library operations; survey highlights; action plan highlights; challenges specific to the Township
(particularly with respect to library facilities).
RWL staff: Library staff have received several communications updating them on the Service
Improvement project. The recommended branch hours schedule has also been discussed with
potentially impacted staff. The next communications will include discussions about the strategic
frameworks, and the various actions to be implemented in 2013. Many of these actions are aligned
with others that will also improve employee engagement (as identified in the 2012 Regional
Employee Survey).
CORPORATE STRATEGIC PLAN:
The RWL Service Review and Improvement Plan supports many of the objectives under Focus Area
5: Service Excellence, including (5.1) Improve the accessibility of Regional programs and services to
support our diverse community, (5.2) Improve satisfaction with Regional programs and services, and
(5.5) Improve awareness of Regional services and facilitate processes for public input and
involvement.
FINANCIAL IMPLICATIONS:
The approved 2013 RWL Budget includes $18,000 for 6 additional branch hours per week (12 staff
hours) for Wellesley, plus $32,000 to implement key recommendations of the Service Review. All of
the initiatives recommended for implementation in 2013, including the revised schedule of Branch
Hours, can be accommodated within the approved 2013 RWL budget. The implementation of the
additional branch hours, evening programs, and website committee requires 13 hours per week of
staff time, or 0.4 FTE to be added to the approved Library staffing complement.
OTHER DEPARTMENT CONSULTATIONS/CONCURRENCE:
Corporate Resources: Citizen Services has been directly involved with this Service Review project.
Finance has reviewed the report.
ATTACHMENTS
Attachment 1:
Attachment 2:
Attachment 3:
Attachment 4:
Attachment 5:
Attachment 6:

RWL Vision and Service Priorities
Service Delivery Framework
Statement of Purpose for Programming
Hours of Operation Framework
Recommended Hours of Operation
Recommended RWL Service Plan

PREPARED BY: Lucille Bish, Director, Community Services
APPROVED BY: Rob Horne, Commissioner, Planning, Housing & Community Services
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Attachment 1 - RWL Vision and Service Priorities
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Attachment 2 - Service Delivery Framework
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Attachment 3: Statement of Purpose for Programming
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Attachment 4: Hours of Operation Framework

REGION OF WATERLOO LIBRARY

HOURS OF OPERATION FRAMEWORK
The Region of Waterloo will use the following guidelines to establish the hours of operation
for its branches.







1402378

Consistent schedule, easy to remember (to the greatest extent possible)
Opening/closing on the hour, not the half hour
Scaled to population served and branch activity
Reflect current community preferences for Tuesday through Saturday operation
Provide times to a accommodate young children, after school, older adults and young
families
If there is a break in hours for lunch or dinner, it should be no than 1 hour.
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Attachment 5: Recommended Hours of Operation

Region of Waterloo Library Branch Hours Schedules
Note: all libraries closed on Sundays and Mondays

A) Proposed Hours Schedule:
MONDAY

TUESDAY

WEDNESDAY

THURSDAY

FRIDAY

SATURDAY

10.00 – 8.00

10.00 – 8.00

10.00 – 8.00

10.00 – 6.00

10.00 – 3.00

10.00 – 1.00
2.00 – 8.00

Closed

10.00 – 1.00

2.00 – 5.00
6.00 – 8.00

Closed

10.00 – 1.00

LARGE BRANCHES: 43 hours per week
ELMIRA
NEW HAMBURG

Closed

AYR
NOTES:
Ayr – same hours
Elmira – 42 to 43 hours - increase of 1 open hour (2 desks)
New Hamburg – 40.5 hours to 43 - increase of 2.5 open hours (2 desks)
MEDIUM BRANCHES: 27 hours per week
BADEN
Closed
WELLESLEY

10.00 – 1.00
2.00 – 8.00

2.00 – 8.00

NOTES:
Baden - 25 hours to 27 - increase of 2 open hours
Wellesley - 20.5 hours to 27 - increase of 6.5 open hours (2 desks)
SMALL BRANCHES: 18 hours per week
BLOOMINGDALE
LINWOOD
NEW DUNDEE

Closed

2.00 – 5.00
6.00 – 8.00

10.00 – 12.00
1.00 – 4.00

ST. CLEMENTS
ST. JACOBS
NOTES:
Same hours per week, but more consistent, with one weekday morning
Note: we could have 2-5 on Saturdays in St. Clements and Bloomingdale as another option , and continue with one
staff member working in two branches.

1402378

Page 12 of 19

May 28, 2013

Report: P-LIB-13-003

B) Current Hours Schedule:
MONDAY

TUESDAY

WEDNESDAY

THURSDAY

FRIDAY

SATURDAY

10.00 – 8.30

1.30 – 8.30

10.00 – 8.30

1.30 – 8.30

9.00 – 4.00

10.00 – 8.00

1:30 – 8.00

10.00 – 8.00

10.00 – 6.00

10.00 – 4.00

10.00 – 8.00

10.00 – 8.00

10.00 – 8.00

10.00 – 6.00

10.00 – 3.00

2.00 – 8.00

10.00 – 12.00
2.00 – 8.00

10.00 – 12.00
2.00 – 8.00

Closed

10.00 – 1.00

6:30 – 8:30

2.00 – 5.30
6:30 – 8:30

2 – 5:30

10.00 – 2.00

LARGE BRANCHES:
ELMIRA (42)
NEW HAMBURG
(40.5)

Closed

AYR (43)
MEDIUM BRANCHES:
BADEN (25)
Closed

2.00 – 5.30
6:30 – 8:30
SMALL BRANCHES: 18 hours for all small branches
WELLESLEY (20.5)

BLOOMINGDALE

2.30 – 5.30
6.30 – 8.30

2.30 – 5.30
6.30 – 8.30

2.30 – 5.30
6.30 – 8.30

2.00 – 5.00

LINWOOD

2.30 – 5.30
6.30 – 8.30

2.30 – 5.30
6.30 – 8.30

2.30 – 5.30
6.30 – 8.30

9:30 – 12.30

NEW DUNDEE

2.30 – 5.30
6.30 – 8.30

2.30 – 5.30
6.30 – 8.30

2.30 – 5.30
6.30 – 8.30

ST. CLEMENTS

2.30 – 5.30
6.30 – 8.30

2.30 – 5.30
6.30 – 8.30

10.00 – 12.00
2.30 – 5.30

2.00 – 5.00

ST. JACOBS

2.30 – 5.30
6.30 – 8.30

11.00 – 1.00
2.30 – 5.30

2.30 – 5.30
6.30 – 8.30

9:30 – 12.30

1402378

Closed

Closed

10.00 – 1.00
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Attachment 6: Recommended RWL Service Plan

RWL Service Plan:
Priority Areas, Actions, and Anticipated timelines
The Library Service Review conducted by ERIN Research and Kestrel Info Services reported that
the public is overwhelmingly satisfied with RWL. In order to maintain this outstanding level of
satisfaction, the library needs to focus on the identified drivers of satisfaction, and continue to
develop new programs and services. This RWL Improvement Plan identifies areas of citizen
priority, and the initiatives, actions and costs required to meet those priorities over the next 35 years.

Driver of Satisfaction: Services that Meet My Needs
Citizen Priority Area
 Actions

2013

2014

2015

Cost

Consistent, Easy-to-Remember Hours of Operation


Adopt new four-tier service delivery
model
 Create and implement new schedule
Wireless Access in every location
 Work with ITS to install Wi-Fi at all
branches
Access to Consistent and Reliable Technology
 Develop Library Technology Plan
 Provide ongoing staff training on new
technology
 Build capacity for more public computer
training
More Access to eBooks & Easier Borrowing Processes
 Increase # of eBooks and eAudiobooks
 Balance collection budgets between
print and digital resources

$$$
$$

$
$$
$$

$
$



Monitor the eBook Market for New
Developments
More Books, More Variety

1402378
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$

Meet ARUPLO standards for items per
capita
Increase # and variety of collections
Increase ESL and adult literacy materials

$
$

Driver of Satisfaction: Programs that Meet My Needs
Citizen Priority Area
 Actions

2013

Continue to Deliver Quality Programs for All Ages and Interests
 Adopt Programming Statement of
Purpose
 Establish ROI guidelines to determine
success factors for programming
 Explore increased staff capacity for
programs
Continue Quality Programs for Children & Families
 Design programs with Every Child Ready
to Read emphasis
 Develop further programs to engage
families
 Increase evening programs
 Investigate weekend program
Develop Teen Programs
 Emplement Teen Volunteer Program
 Create Welcoming Spacesfor Teens
Provide Interesting Experiences for Adults
 Expand Adult Event Programs
 Facilitate Regular Book Discussion
Groups in Medium and Large Branches
 Continue One Book, One Community
 Develop Seniors Programming
Guidelines
 Provide Regular Opportunities for
Seniors to Socialize
Increase Promotion of RWL Programs
 Make use of online promotional sites
 Continue to Develop Social Media

1402378

2014

2015

Cost

$
$

$

$$
$
$
$$
$
$
$
$

$
$$
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Driver of Satisfaction: Attractive, Well Laid-Out, and Accessible Physical
Structures
Citizen Priority Area
 Actions
More Space for our Growing Community
 Develop a long-term facility plan
 Investigate Facility Collaboration with
Townships
Maximize Current Space and Features
 Create more space for computers &
devices
 Review Storage and Space Use
 Establish good practice guidelines for
appearance of work areas and public
spaces
Resolve Known Issues
 Work with Woolwich Township re Elmira
Branch parking availability
 Improve exterior signage on buildings
Meet Accessibility Standards
 Monitor AODA requirements for built
environments
 Work with Townships to implement
necessary changes

1402378

2013

2014

2015

Cost
$
$

$$$
$
$$

$
$$$
$
$$$
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Driver of Satisfaction: Improved Online Experience and Digital Resources
Citizen Priority Area
 Actions
Make Searching the Catalogue Easier
 Work with vendor to provide new
functionality
 Design easy-to-use, informative pages
Raise Awareness of the Website and its Features


Promote rwlibrary.ca through online
media
 Better promote databases and ebooks
 Better integrate database content into
website and catalogue
Improve Digital Technology at our Branches
 Install interior digital screens to highlight
library news and resources
 Work with ITS to make maintaining and
updating RWL’s computers a priority
 Develop a staff
technology training plan
 Implement staff technology plan
Make RWL’s Website as Welcoming as our Branches
 Continue following best practices on
web design
 Establish staff Website Advisory
Committee, to provide feedback to
eService Coodinator and Manager,
Information Services

2013

2014

2015

Cost
$$
$$
$
$
$$

$$
$
$
$$
$
$



Continue to improve navigability and
access to content
Support Digital Literacy in the Community
 Expand public computer training
programs for adults and seniors
 Explore technology-related
programming for teens and children

1402378
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$$
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Driver of Satisfaction: Efficient and Effective Business Practices
Citizen Priority Area
 Actions

2013

2014

2015

Clear and Reasonable Library Rules and Policies
 Review circulation policies
 Allow users to pick up family members’
holds
Convenient Program Registration
 In-person, email and telephone
registration
Investigate online registration services

Cost
$
$

$

Driver of Satisfaction: Friendly and Knowledgeable Staff
Citizen Priority Area
 Actions

2013

Maintain High Level of Staff Knowledge about Library Services
 Revise staff orientation training
 Provide refresher training for all staff
Able to Answer Technology Questions at All Branches
 Develop a staff technology training
program
 Implement staff technology training
program
 Encourage regular use of eReaders and
devices
 Every staff member able to provide basic
computer help and electronic research
assistance
Help Patrons Learn about Community Events
 Orient staff to local government
information, local media, and
community agencies

1402378

2014

2015

Cost
$
$
$
$$
$
$

$
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Driver of Satisfaction: Our Sense of Community
Citizen Priority Area
 Actions
Tell the Community’s Story
 Develop a local history strategy
 Partner with other Community Services
program areas to digitize local history
assets
Make Community Information more Accessible
 Add a “welcome for new residents”
page to our website
 Link to community information sites
Celebrate With the Community
 Attend local events to promote RWL
 Sponsor children’s activities at fairs and
festivals
 Host local author launch parties, author
readings
 Display local artwork


1402378

Invite local guest speakers to library
programs

2013

2014

2015

Cost
$
$$

$
$
$
$
$
$
$
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REGION OF WATERLOO
PLANNING, HOUSING & COMMUNITY SERVICE
Community Services
TO:

Chair Todd Cowan and Members of the Library Committee

DATE:

May 28, 2013

SUBJECT:

POTENTIAL USE OF COLLECTION AGENCY

FILE CODE: R09-01

RECOMMENDATION:
For Direction
SUMMARY:
The Region of Waterloo Library (RWL) contacts patrons through phone and email whenever
items are overdue, but currently does not pursue accounts that are more than 60 days past-due.
Unique Management Service (UMS) is a material recovery agent who specializes in helping
public libraries recover long overdue items, or the equivalent fees.
UMS employs gentle techniques, unlike most traditional collection agencies, and understands
that for public libraries recovering the items is just as, or more important than, collecting cash.
Costs associated with UMS collection services are guaranteed to be budget-neutral, with the
average return being four times the amount spent on the service. Currently, long overdue
items total approximately $15,000 in lost revenue, and 473 patrons are responsible for 644
outstanding items. It is proposed that all costs associated with collection services be the
responsibility of the patron, and that provision for an account collection fee of $15 be added to
the Region’s Fees and Charges By-law.
If approved, accounts could be turned over to UMS beginning in July. Prior to this step, RWL
staff would attempt to contact all outstanding accounts one more time.
REPORT:
Background
All materials loaned by Region of Waterloo Library (RWL) have standardized loan periods, most
typically 3 weeks, or 1 week for Express items. When an item is not returned on time, RWL
charges overdue fines of $0.25 per day for adults and $0.10 per day for children, to a maximum
of $5 per item, as set out in the Region’s Fees and Charges By-law. While most patrons return
their items or pay their fines on time, a number of them do not, which results in the need for
RWL staff to contact patrons by telephone and/or mail in an attempt to recover the overdue
materials.
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The library’s Final Mailer, which is sent to the address on file once the account is 60 days
overdue, states that accounts will be sent to collections, and has long stated “If this account is
not settled, you will not be allowed to use the library's services, and we may be obliged to refer
the matter to our legal department.” Currently, the user’s service privileges are suspended, but
no further action is taken.
Current Outstanding Accounts
As of May 15th 2013, 473 patrons have materials that are at least 60 days overdue. This
amounts to 644 individual titles and a combined retail value of $11,640 plus administrative fees
of $3,220.
Unique Management Services
Unique Management Services, Inc. (UMS), is a Material Recovery Agency. UMS applies a
process called Gentle Nudge to effectively and courteously prompt patrons to return longoverdue materials to the library and resolve outstanding fines/fees. UMS’s recovery methods
are tailored for accounts owing balances of $25 or more. UMS is unique to traditional collection
agencies because its system tracks materials returned as well as cash received. UMS has a
Canadian base for mailing purposes, and is used by many Canadian library systems.
Collection Process
Over a 120-day period, UMS sends to patrons a series of letters and calls, aimed at recovering
overdue materials, or collecting cash equivalent to the materials’ value. UMS provides skiptracing for patrons who have relocated, and will credit report accounts that have been
outstanding longer than 120 days.
Overdue accounts will be referred to UMS only after 60 days from the original due date has
passed, $25 or more is owing, and attempts by library staff to recover the materials have been
unsuccessful.
UMS will act on library accounts belonging to minors, but will not credit report them. All
contact from UMS will be addressed to “the parent or guardian of” the minor. RWL may choose
whether or not to proceed with credit reporting the parents directly in these cases.
Patrons are referred back to the library at all times for returning materials or paying fines. UMS
does not directly collect monies or items.
Rationale and Strategy
Collection and credit reporting can and do have negative consequences, but also serve the
greater good. As a publicly-funded service, RWL has a responsibility to maintain our materials
in the best way possible, and the loss of severely overdue items results in budget dollars being
spent to replace those items. Employing a collection agency puts the onus of responsibility
back on the patrons who borrowed the items. The possibility of being sent to collections is also
expected to deter patrons from keeping materials longer than 60 days.
Should Regional Council ultimately approve the use of a collection agency to follow up on these
unpaid amounts, staff would undertake to fully inform patrons of the change in procedure, as
further described below.
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RWL staff would clearly communicate to patrons that, as of a named date, overdue accounts
would be sent to collections. This would be explicitly stated on all overdue notices, and staff
would be coached to explain the process to patrons.
Additionally, RWL would coordinate the start of UMS services with the launch of a new “predue” email notification option. Patrons may choose to be emailed a reminder that materials are
coming due within the next 3-5 days. Patrons will be given ample opportunity to return their
items on time, and therefore avoid the risk of collections.
UMS offers a free 90-day trial which RWL can utilize to collect on accounts that are already 2-3
years outstanding. If RWL is not satisfied with their services we are under no obligation to
continue.
After the initial 90-day trial, each account that is referred to UMS for collections will be subject to
a $12.80 service fee. It is proposed that this cost would be passed on to the patron in the form
of a $15 collection fee. An amendment to the Region’s Fees and Charges by-law is required to
implement this fee; the amending by-law could be passed on June 26, 2013.
Next Steps
Based on this information, Library Committee is requested to provide direction to staff on
whether to proceed with implementing the use of a collection agency. Should Committee wish
to proceed, a suggested recommendation follows:
That the Regional Municipality of Waterloo take the following actions with respect to collection of
outstanding accounts at the Region of Waterloo Library as described in report P-LIB-13-004
dated May 28, 2013:
a) Engage the services of Unique Management Services (UMS) to act as Material
Recovery Agent for the Region of Waterloo Library (RWL), which includes allowing UMS
to proceed with whatever steps necessary for collection of the accounts, and giving UMS
permission to report all unpaid accounts to national credit reporting agencies; and
b) Amend the Fees and Charges by-law to include the account collection cost of $15 per
collection, when accounts are more than 60 days overdue, and have been referred to
UMS.
CORPORATE STRATEGIC PLAN:
This initiative supports the Service Excellence Objective of the Corporate Strategic Plan, Action
5.3, “Ensure Regional programs and services are efficient and effective and demonstrate
accountability to the public.”
FINANCIAL IMPLICATIONS:
The collection services provided by UMS are guaranteed to be cost-neutral. In the event that
UMS does not recover collection fees in an amount that is greater than or equal to the amount
billed for their services, UMS will issue a refund of the costs billed in excess of the collection
fees recovered. UMS reports that most libraries see a return of at least 4 times the value of the
amount spent in collection fees. Any collection fees recovered including outstanding fines will
be recorded as current revenue for the Regional Library.
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OTHER DEPARTMENT CONSULTATIONS/CONCURRENCE:
Finance has been consulted in the writing of this report.
Council and Administrative Services will be required to prepare the necessary notice and
prepare the Fees and Charges By-law amendment.
ATTACHMENTS
NIL
PREPARED BY: Kelly Bernstein, Manager Information Services, Region of Waterloo Library
APPROVED BY: Rob Horne, Commissioner, Planning, Housing & Community Services
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COMMUNITY SERVICES

Date: May 28, 2013

MEMORANDUM
To:

Chair Todd Cowan and Members of the Library Committee

From:

Lucille Bish, Director, Community Services

Subject:

REGION OF WATERLOO LIBRARY PERIODIC FINANCIAL REPORT:
JANUARY – APRIL. 2013

File No:
R09-01
_______________________________________________________________________________
This memo provides the Region of Waterloo Library financial report for the January to April,
2013 reporting period.
As shown in the table below, total expenditures to date are 7% less than the year-to-date
budget. This under-expenditure relates to funds approved in the 2013 Operating Budget for
implementation of the Library Service Review recommendations. Report P-LIB-13-003, May 28,
2013, recommends how these funds could be allocated for this year.
Region of Waterloo Library
Period ending April 30, 2013

Annual
Budget

Y-T-D
Budget

Y-T-D
Actuals

Variance

% Variance

EXPENDITURES
Total Staffing Costs

1,783,490

594,492

555,148

Total Operating Costs

513,960

177,328

151,488

25,840

14.57

Total Inter-Departmental / Transfers

146,819

48,940

56,510

(7,570)

(15.47)

2,444,269

820,760

763,146

57,614

7.02

(2,296,695)

(771,564)

(771,564)

(106,574)

(35,524)

(38,099)

2,575

(7.25)

(27,750)

(9,252)

(7,403)

Desk Receipts

(4,500)

(1,500)

(1,378)

Programs and Events

(2,000)

(668)

(1,728)

TOTAL EXPENDITURES

39,344

6.62

REVENUES
Township Property Tax Levy
Grants
Fines and Damages

Other Operating Revenues
TOTAL REVENUES
NET REGIONAL LIBRARY

1404440

(6,750)

(2,252)

(2,584)

332

(14.74)

(2,444,269)

(820,760)

(822,756)

2,907

(0.35)

(59,610)

59,610

COUNCIL ENQUIRIES AND REQUESTS FOR INFORMATION
LIBRARY COMMITTEE
Meeting
date
23-Mar-11

27-Nov-12

122904

Request
Requestor
the potential for longBudget
Committee Staff report regarding
That staff acquire contractor quotes for all
branch signs for both digital and mobile
formats and report back mid-2013 with the
Library Committee proposals and estimates.

Assigned
Department
Social Services

Anticipated
Response
Date
Fall 2011 (prior
to the 2012

PH&CS

May-2013

