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Space Planning – Lecture Notes
A full day workshop would be required in order to completely cover all the aspects involved in space planning.  This section of the module is designed to provide an overview to the space planning process.  Please refer to the resource list that contains many comprehensive sources that cover everything from needs assessment to accessibility issues, to space planning for children, teens, and adult library users. 

Your library is overcrowded; books are jammed into the space between the tops of the books and the next shelf, or they are stacked on the floor.  There’s no room for large numbers of children and their parents who attend the 2-year-old story hour.  People line up patiently, or not so patiently, for the next public access computer to become available.  Does this sound familiar?  Does your library’s current long-range plan address whether there is a need for more space?  How can you determine if your library needs to expand, renovate, remodel, or build a new facility?

In order to improve both library programs and the library building, it is essential to understand the community and its expectations for library service. 

Needs Assessment

A library board should not implement a building program without a good understanding of the community it serves, and early planning efforts will provide the information a library must have in order to proceed with a building project.

Planning involves asking the following questions:

1. Where are we now and what are the current conditions?

2. Where do we want to go?

3. How will we get to where we want to go?

4. How will we measure our success?

Needs Assessment can include gathering information about the community and about the library such as:

1. A community survey.  See examples at: http://www.uhls.org/uhls/communityanalysis/ or http://www.lrs.org/asp_public/community.asp
2. Current demographic information about the community such as population by age, gender, ethnicity, language, level of education, and numbers of school and home-schooled students.

3. Economic information about the community including major employers, income and poverty levels, health and human services, and seasonal fluctuations in population.

4. Information about local service groups, cultural organizations, recreational services and facilities, religious groups, and special-interest groups.

5.  Current library use statistics such as circulation statistics and patterns of use.  The Kansas State Library’s Designing a Fine Library uses this method to determine if a library is over stressed.  “Check the number of times you would multiply the official service population to get the annual circulation.  If it is less than three, the library’s circulation is way too low.  If it is more than twelve, there may be a serious strain on the library’s current resources”.

6. An assessment of the current physical facility.  See examples at Connecticut State Library.  Library Space Planning Guide.  http://ct.webjunction.org/do/DisplayContent?id=6181 or Anders Dahlgren’s Public Library Space Needs: A Planning Outline at http://dpi.wi.gov/pld/plspace.html
7. Determine whether the library is accessible to people with disabilities.

Remodel/Expand/Convert/Build New Considerations (Designing a Fine Library, Shannon Roy and Roy Bird for the Kansas State Library)
Remodeling is usually the first alternative to consider if:

· The use of space in the present facility is awkward and unworkable, yet the building has sufficient flexibility to allow the correction of these problems.

· The site is a good location for a public library and offers opportunities for future expansion.

· The structure of the building is in reasonably good shape.

· The re-configured building will meet the needs of changing library technology.

· The completed building will offer complete barrier free access.

· There is adequate parking.

Remodeling isn’t a cost effective option if it only offers a short term solution to the library’s space problems.  

Expansion is another option but requires careful planning.  The current design and arrangement of the existing building should not be allowed to drive the project.  Consider expansion if:

· The expansion will allow for at least twenty years of growth.

· There is room for both building expansion and adequate parking.

· The existing building is in good condition.

· The building is in a good location.

· The community feels a strong loyalty to the building.  If this is the case, it might be easier to “sell” an expansion rather than a new building.

· The project will result in a brand new library that meets community needs.

Converting an existing building may be another alternative.  Some libraries have successfully moved into former supermarkets, strip malls or stores.  Consider converting an existing building if:

· The building can accommodate the special needs of a library such as the weight of collections, accessibility, and extensive technology.

· The location is good for a public library.

· The building will allow for at least twenty years of growth.

· The building is in reasonably good condition.

· There is adequate parking.

Building a new library is also an option.  A new building can be expensive but also offers benefits that the other alternatives may not such as maximum efficiency of space utilization, high energy efficiency, flexible wiring, adequate storage, and a design that can be planned for future expansion.  Consider a building a new library if:

· The existing library is in poor condition.

· The existing library is outdated, inflexible, inefficient, or overcrowded.

· The site of the existing library cannot accommodate expansion and adequate parking.

· The existing library’s location is poor.

· The preliminary site analysis shows no potentially expensive problems.

Feasibility Studies/Fund-Raising Consultants
Before undertaking a major expansion or a building project the Board may want to hire a professional fund-raising consultant to conduct a feasibility study to determine if the community can financially support a capital campaign.  Most experts agree that a fund-raising consultant should be hired for campaigns of $500,000 or more. 

A fund-raising consultant can provide the following services:

1. Conduct a feasibility study that would include:

· Interviewing thirty or so community leaders to find out how likely they think the community will give to a capital campaign.

· Asking the community leaders questions such as:

How do you feel about the library?

Is the library meeting your needs and/or the needs of the community?

Could it do a better job?

If so, what could it improve?

How much money can be raised?

Who is most likely to give?

Who would be the most effective chairperson of the capital campaign?

· Being able to tell the Library Board how much money can be raised from the community.

2. Select a campaign leader.

3. Set realistic goals for the project.

4. Write and prepare a case statement.

5. Formulate gift brackets to reach the goal.

6. Train leaders to recruit volunteers.

7. Train volunteers to solicit gifts.

8. Prepare a campaign calendar.

9. Provide guidance for large gift cultivation.
Capital Campaigns to Finance the Building Project

What is a capital campaign?  A capital campaign is an intensive fund-raising effort on the part of a library to secure extraordinary gifts for a specific purpose (such as building construction, renovation, equipment acquisition, or endowment funds) during a specified period of time (Glen Gilbert. Blueprint for a Library Capital Campaign)

Glen Gilbert, Executive Director of the Berkeley Public Library Foundation, suggests that before a campaign is formally undertaken, there are certain prerequisites to success.  The successful campaign must have:

1. A library with a strategic plan for growth and improvement.

2. Support from all key stakeholders (library staff, Director, Trustees, Friends board, donors).

3. Campaign objectives based on legitimate library plans, goals, budgets, and needs.

4. A clear, concise and compelling case for support.

5. A feasibility study to assess internal and external preparedness.

6. Leadership trained and willing to solicit gifts.

7. Major donors willing to make lead gifts.
Library Construction Finance Alternatives
The material in this section was adapted from Library Construction Finance Alternatives, written by Gerald D. Nichols of Gerald D. Nichols Library Consulting Services.
Refer to Teaching Aid – Space Planning #1: Library Construction Finance Alternatives.
Major Capital Projects Financing Options include:

· Use of Capital Reserve Funds

· Obtaining a Mortgage

· Selling Municipal Bonds by Using Services of Regional IDA

· Selling Tax-Exempt Bonds Through Local School District

· Dormitory Authority

It is essential that the library seek qualified professional guidance whatever course is followed.

In general public libraries in New York State have several options available to finance major capital projects: 

· The first is to simply pay for it out of available capital reserve funds and/or the library’s annual operating budget.  This approach is permitted for all libraries. Considering the scope of most major capital projects such an option is generally not viable.  

· The second common method of library construction finance in New York State is to obtain a mortgage through a bank or other qualified lending institution as specified in Education Law Sec. 226.  This is typically done by Association Libraries as 501(c)(3) not-for-profit institutions. During periods of low interest rates this may be a viable option for public libraries as well. At this time the rates and terms offered by commercial lending institutions and credit unions do not present viable funding alternatives for projects in excess of $2 million.

· Association Libraries may also access the financial services of their regional Industrial Development Agencies (IDA), which, under state and local law, is authorized to sell municipal bonds on behalf of such institutions.

· The most common method of school district public library construction finance is to sell tax-exempt municipal bonds through the local school district as stipulated in Education Law Sec. 260.  This is generally the most cost effective method, but quite often leads to administrative and political difficulties between the School District and the Public Library.  Often in such situations many Boards of Education have expressed significant concerns due to the fact that this adds to the School District debt.  Care must also be taken to assure the library’s control over the project in its entirety.

· In response to the difficulties stated above, legislation was enacted by the State of New York (Chapter 672 of the laws of 1993) to enable public libraries access to the financial and construction services of the Dormitory Authority of the State of New York.  All association, school district or special district libraries may be eligible for this approach but the library must have clear title to its building. This requires enabling legislation for the library to participate.  A growing number of libraries have utilized DASNY and believe the slightly higher cost is more than offset by the clear lines of control over the project.

· Municipal libraries generally must seek building construction finance through their governing jurisdiction.  Such a decision is completely up to the governing body of the village, town, or other municipality.  
Hiring Other Professionals – The Library Consultant

Library boards and the library director may not have the experience, expertise or time to carry out a building project.  A library consultant could provide assistance to the board and the director in a number of areas:

· Help with the space needs assessment.
· Make recommendations about space alternatives (remodeling, expansion, new building).
· Provide knowledge and expertise of library organization.
· Contribute planning skills and experience. 
· Assist the Building Planning Committee.
· Incorporate the needs assessment findings into a comprehensive, written building program.
· Arrange visits to other libraries who have undertaken building projects.
· Prepare a list of design professionals such as architects who have experience working with libraries and interior designers with similar experience for the Board to consider.
· Provide advice about furnishings, shelving, equipment, wiring.
How can a library find a library consultant with the necessary background and experience to help with a building project?  Some suggestions include:

· Issuing an RFP.  An example of an RFP can be found in Determining Your Public Library’s Future Size by Lee B. Brawner and Donald K. Beck, Jr. 

· Asking your Public Library System for suggestions.

· Contacting the American Library Association for a list of library building consultants.
Selecting the Architect

Finding the right architect to handle your building project is extremely important.  Most public library systems maintain a list of architects who have managed building projects in the region and contacting the system can provide you with that information.  Many architectural firms have booths in the exhibits area at the New York Library Association’s annual conference.  This is a good place to get a feel for the kind of work a firm takes on and to talk personally with representatives from the company.  

Once a list of potential architects is drawn up, the building committee will want to conduct interviews.   During the interview process, members of the committee will have an opportunity to get a sense of whether or not the architect is a good listener.  Does the architect respond to the building committee’s questions carefully and understand the special needs of library construction?

Interview questions to ask.

1. Does the architect have experience with building or renovating libraries? 

2. Will the architect provide a list of clients, especially library clients, with whom they have worked in the past?

3. Is the firm local?  While not essential, it may be easier to maintain consistent communication and better monitoring of the project if the architect is located in the area.  

4. How will the architect establish priorities and make decisions?  How will the architect approach the project?  

5. What does the architect see as important issues and challenges of the project?

6. How busy is the firm?

7. How interested is the architect in the project?

8. What is the architect’s experience in obtaining local government approvals?

9. Will the architect provide models, drawings, or computer images?

Marketing the Building Project

The need for a building project cannot be marketed to the community until the staff, the Board, and the local government officials can all speak with one voice on what is needed and why.  The first marketing must be done by the director with the staff, and by the director and board to community leadership.  Winning the support of effective community leaders is often the turning point in a successful building project.  (Designing a Fine Library)

Ways to market a building project include:

· Local media coverage of the library’s needs.

· Information about the project on the library’s website.

· A glossy, professionally designed brochure describing the project that can be distributed throughout the community.

· Inviting key community leaders to tour the library and view its deficiencies.

· Providing information, including the brochure, to persons or organizations who are considering a financial contribution.

· Making presentations to community groups, organizations and potential donors.  This can be done by members of the Board, the Director, or members of the Friends of the Library.

· Personalized direct mail campaigns.
Construction

Groundbreaking for a new facility or an expansion of the existing library is cause for a celebration.  It should be festive occasion that features effective publicity (call the local media), important dignitaries (politicians, major donors, library personnel, board members, Friends and library users), giveaways to those attending the event (balloons, bookmarks, pencils), and food.  If ever there was a time to throw a party, it’s now.

One of the architect’s responsibilities is to monitor the progress of construction and make sure that everything is proceeding according to plan.  Often a “Clerk of the Works” is designated by the building committee to keep an eye on the library’s best interests and report any concerns to the architect.  Local media should be regularly informed about the progress of the project so that the public can be kept up-to-date.

Library Construction Survival Skills
So you’re finally ready to move forward.  The groundbreaking has occurred.  Construction workers are swarming over the site.  The foundation has been poured and walls are going up.  As library director, how will you cope?  How will you manage?  How will you survive?  

The tongue-in-cheek survival skills material that follows was created by Linda Demmers for the Infopeople Project http://infopeople.org   supported by the U.S. Institute of Museum and Library Services under the provisions of the Library Services and Technology Act, administered in California by the State Librarian.  Although presented in a lighthearted manner, the material offers serious advice to library directors on how to keep going through a building project.

Refer to Teaching Aid – Space Planning #2
Library Construction 101: Survival Skills

BE PREPARED
· Delegate your other job responsibilities if you can.

· Learn the language.

· Learn to use an architect’s scale (ruler).

· Learn how to read a blueprint.

· Get a big tape measure.

· Buy a pair of solid closed toed shoes.

BE CLEAR AND COMMUNICATIVE
· Decide what is non-negotiable.

· Decide what will make this a successful project.

· Tell your architect everything – early and often.

· Don’t assume that your architect speaks the same language.

· Stick to your guns.

· Keep your staff informed.

· Document everything – keep minutes.

BE INFORMED
· Ask questions.

· Learn everything about your project that you can.

· Read the cost estimate.

· Read the specifications.

· Know where the money is going – participate in all value engineering meetings.

· Question everything – examine samples, demand mock-ups, test the products.

· Measure everything twice.

BE FIRM
· Don’t be bullied.

· Decide early on who has the final word.

· Pick your battles carefully.

· Remember you are the Owner.

BE TIMELY

· Pay attention to the schedule.

· Anticipate what your responsibilities will be.

· Figure out what delays will mean to you.

BE WELL

· Share the decisions.

· Be the cheerleader.

· Plan a vacation.

· Celebrate milestones.

· Keep as much good will in the bag as you can.

Refer to Teaching Aid – Space Planning #3: Library Building Program Checklist.
Moving

The new building or expansion is complete.  Designing a Fine Library offers practical advice about moving into the new facility.  The best advice is to plan, plan, plan.  Some of the procedures for the move include:

· Orient library staff to the new facility.  Let them see where they will be working.

· Develop a complete list of items to be moved.

· Determine the disposal of items that won’t be moved.

· Decide whether the move should be done by library staff, volunteers, commercial movers or a combination of these options.

· Orient and train volunteers if you decide to use them.

· Make sure that all boxed materials are carefully labeled and organized for the move to the new library.

· Schedule the move.

· Deciding if the library should be closed, and if so, for how long.

· Develop a written set of instructions for staff and volunteers. 

Provided by “ABLE: Administering Better Libraries—Educate,” a Federally funded project supported by Federal Library Services and Technology Act funds, awarded to the New York State Library by the Federal Institute of Museum and Library Services via the Nioga Library System, 2005-2007.


