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Introduction
In June 2015, a proposal from this consultant to Tredyffrin Township to undertake a study encompassing
three major issues—budgets/funding, staffing, and governance—was accepted. The proposal states:
“My primary role will be to assist the Township, the Tredyffrin Public Library Board and staff, the
Friends of the Tredyffrin Public Library and the Paoli Library, and the Tredyffrin Township Library
Foundation to better define their roles and responsibilities for funding the library and its branch; for
developing and implementing library policy; and for managing the services and facilities of the library
under the current governance structure and to develop possibilities for a future structure if needed or
desired…
I hope that, through my work, we can sort out any misconceptions, misinformation or misperceptions
that may exist, simplify what seems to be a very complicated governance and communications structure,
and set a foundation for the future continued success of the Tredyffrin Public Library.”
Originally, it was anticipated that the study would be completed by the end of August; however, this has
now stretched into October because
 The library director resigned and the consultant was asked to undertake additional tasks related
to the search, including assistance with writing the advertisement and developing the advertising
plan, rewriting the position description, revising the Library Board bylaws, reviewing applicant
information, developing a process for interviews and communicating with Search Committee
members, drafting questions for interviews. His departure also complicated getting information
on why certain things have happened and what may have been planned but not documented.
Deepest thanks to Valerie Green Interim Director, Library Board President Mike McFadden, the
library staff and everyone I interviewed for sharing with me their insights, experiences and ideas
and helping to fill in gaps in the documentation.
 Foundation documents were not on file at the library as expected and had to be recreated from
multiple sources before they could be reviewed;
 Requests from the township administration for research and opinion on Foundation
disbursements and on the bonding of the Library Board Treasurer.
This last item, along with several others that surfaced during the study, has been referred to the
Township Solicitor for his opinion. When it is received, some of the recommendations later in the
report may need to be reconsidered before implementation.
After nearly 5 months of work with financial documents, bylaws, staff schedules, historical materials,
job descriptions, etc. and interviews with Supervisors, Friends, Board, staff, the Foundation President,
county library staff, nearby library directors and one community member, I can confirm that
communication is key to the library’s future success. Setting up clear channels of and expectations for
communication for the new library director—both how and what needs to be communicated to the
township and Library Board and to staff and Friends and the broader community—could go a long way
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to resolving the misperceptions and miscommunication that has led to recent frustrations. Everyone
must understand that the library director cannot intuit others’ concerns or expectations; they must be
communicated to him or her.
I will add that respect for the tremendous financial support provided by the Township and for the
difficult balancing among multiple priorities township staff and supervisors must daily undertake would
help the relationship. Vice versa, respect for the wonderful services and resources the library staff and
Board provides and for the township residents who value and use the library and support it through their
donations, volunteerism and through the Friends will also help the relationship.
While it doesn’t fit with anything I was asked to look at, I challenge everyone involved with the
township libraries to celebrate what a wonderful library you have created and each other’s’ efforts to
continue its success. Fifty years have gone by since the township took on the task of having a library—
and what an exciting and rewarding 50 years it has been.

State of the Library Snapshot
Residents ‘vote with their feet” and the continued success of the two libraries in attracting users, in
circulation and in program attendance lends credence to overall public support for the libraries. With
other nearby library options available, in 2014 Tredyffrin residents borrowed 351,172 items from the
two libraries, visited the two libraries 217,874 times and 21,746 people attended the 1286 programs. In
comparison, the library had 915 programs attended by 15,398 people in 2009.
Within Chester County, Tredyffrin Libraries have the second largest collection, the second largest
circulation (both exceeded only by the County Library in Exton); and the 3rd highest circulation per
capita (exceeded only by Exton and Easttown). In the most recent (2012) publicly available comparative
statistics from Commonwealth Libraries, Tredyffrin Libraries rank in Chester County
 7th in population served
 2nd in state funds received
 2nd in local government funding
 3rd in operating funds per capita
 2nd in total revenue
 2nd in total expenditures
(Published data are used because, in theory, all libraries report using the same definitions.)
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Review 5 years of library budgets and expenditures (all sources) to determine how well the
budgeting process matches actual costs; how the cash contribution from the township is expended,
and whether there are recurring gaps between budget and expenditures. This review will also
address the library’s experience that the current funding received from the township is
inadequate for the library to progress and improve and will explore other possible sources of
project (not operating) funding.
In multiple conversations during the study, members of the library board, the two Friends of the Library
and the staff pointed to Tredyffrin Township’s status and self-perception as a first class place to live
providing first class services to residents and residents’ desire for expanded, improved library services.
Balanced against this is the perceived reluctance of residents to have their township taxes raised and the
reluctance of township government to go against this desire. As far as I can find, no one has tested
either of these perceptions by actually asking the residents, other than the survey done by the BAWG at
the height of the financial crisis, but the usage statistics of the library indicates strong support for the
libraries. BAWG’s recommendations regarding the library, except for closing the Paoli Library, have
been implemented: staff reductions, cutting hours, etc. Even with that occurring, library expenditures
from the funds it manages and from township-dispersed funds (salaries, benefits, etc. for full time staff)
have increased since 2012.
Five years of budget and expenditure data, generated by the accounting service provided to the library
by the Chester County Library System, was reviewed. The township was able to provide 3 years of data
(2012 through 2014) due to changes in their accounting system. Both agencies were able to provide JanJune 30, 2015 data when requested. Therefore combined income and expenditure data could only be
reviewed for 2012 through June 30, 2015.
While it is frequently stated that the township provides in excess of 70% of the library budget, actual
expenditures for these years show that the township’s funding has declined below 70% if the bond
repayment is excluded.

2012
Library
expenditures
excluding twp
contribution

435072

Twp expenditures
including
contribution, less
bond

1059215

Total expenditures
less bond

1494287

% of
operating

2013

% of
operating

487792

70.9

1010177

1497969

2014

% of
operating

491084

67.4

1017180

67.4

1508264

This is not to discount the township’s bond expenditures on behalf of the libraries. Taking out the bond
allowed a needed completion of the original renovation. The 2010 bond was for $2.8 million.
Repayment so far (2010 through 2015) is $2,187,302 in principal and interest. Repayment so far (2010
through 2015) is $2,187,302 in principal and interest. It is important to note that the library, through a
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capital campaign co-chaired by a Township Supervisor and managed by the Foundation, contributed $2
million dollars, fully paid to the township by 2011, towards the original library renovation.
In 2015, the township more than doubled its bond repayment, bringing the balance down significantly.
According to the township’s chief financial officer, the township anticipates having a $0 balance on the
bond in 2016. The original maturity date for the bond is 2023.
Between 2008 and 2014, state funds received declined by 60% due to a reduction in state aid and the
defunding of the Access PA loan reimbursement program. While county funding has increased, it did
not fill this gap.

State aid
County funds

2008
252174

2009
206692

2010
152173
72337

2011
130509
77904

2012
113865
84484

2013
132684
108732

2014
100956
108731

Change
2008-2014
-151218

Change
2010-2014
-51217
36394

In late 2009, as part of a township-wide reduction in force, the township laid off and eliminated two full
time library positions, out of 11 then funded. In an effort to control costs, the library reduced operating
hours in late 2009 closing one day per week at each location, cutting part time personnel costs and
absorbing the FT losses. It should be noted that the reduction in hours and staffing had been
recommended by the Budget Advisory Work Group. At the same time, costs for operating the building
(utilities, service contracts, etc.) did not decline and expenses for snow removal and grounds increased.
In the intervening years, income from the state has not increased and the operating contribution for the
township was flat (even while the township’s payment for fulltime staff and their benefits and for library
staff retirement cost increased year-over-year). The library experienced flat or reduced income from
DVD loan and email notifications of pending overdues; and of course, income from interest collapsed.
Increasing was “other” sources of income: library fundraising (annual fund and other activities) rose
from just over $48,000 in 2012 to over $89,000 in 2013 and over $87,000 in 2014; Foundation funding
rose from just over $2500 in 2012 to just under $13,000 in 2013 and over $28,000 in 2014, bolstered by
the Foundation’s contribution to the request for “emergency” support in late 2014. (Appendix A)
In 2015, the township increased its financial assistance by increasing its operating contribution, by
agreeing to pay HVAC maintenance and upkeep costs, and by allowing the library to convert two full
time position to part time with the salary and benefits allocated paid into the library operating budget).
So far in 2015, this has kept the library budget solvent but problems may be looming: the August budget
projections predict the Foundation contributing $39,566 in 2015, with $16,867 already received. This
$16,867 is in line with what the Foundation gave the libraries in 2014 before the “emergency” gift in
late 2014. Given the questions about the Foundation’s ability to distribute more than a distribution based
on 4.5% of the value of the Foundation’s funds, this projection needs to be questioned. The August
2015 projection also shows a reduction in annual part time salary costs compared to budget, but the
library is now paying additional part time staff from the conversion of the two positions from full time to
part time. It is hard to see that there will be a reduction in this line from what was budgeted. A “backof-the-envelope” year-end prediction of income and expenditures for 2015 performed by this consultant
shows a $23,000 deficit for the year even if the $25,000 fund transfer is used. (Appendix B)
My review of the spending of the library did not uncover any unusual expenditures other than the costs
of snow removal and grounds keeping. The township recently assumed snow removal for the perimeter
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sidewalks but the library remains responsible for paying for the sidewalks from the library parking lots
and for grass cutting on the immediate areas around the library. In 2014, these contracts cost the library
$17,325 for snow removal and $12,222 in grass cutting.
The “bottom line” library budgets in 2012-2014 show deficits in the funds managed through the Chester
County Library System (income received from the state, county, the township’s cash contribution, from
operations, and from fundraising and gifts; this does not include funds expended by the township for
personnel, etc.):
Budgeted Income
Actual Income
Actual Expenditures
2012
806,640
720,155
742, 670
2013
806,640
799,385
795,392
2014
806,640
781,152
798,684
It can be seen that the library consistently over budgeted income and then underspent the budget. The
latter is a good thing since it shows that the budget is being monitored and spending is being adjusted as
the year progresses. Of more concern is that actual income in two of three years is less than was
expended, even with the “emergency” request for funding to the general public in late 2014 and transfers
from reserve funds.
In late 2014, the Library Board sent out an email and posted on the library website a plea for the public
to step forward with extra funding:
Tredyffrin Township Libraries are in jeopardy! Increased utilities and operating costs
combined with decreased funding have resulted in a budget deficit of over $100,000. We are in
immediate risk of having to cut valuable services, staff and days of operation in order to balance
the budget.
This communication came as a surprise to residents and to the township as no mention of a pending
deficit had been made during the presentation by the library director for the 2015 township budget.
There was a generous response from the Library Foundation ($15,000) and from one individual
($10,000) plus multiple smaller donations, leaving the library with a final deficit of around $17,000 in
2014. An estimated $1500 in donations were deposited after the 2015 budget was in effect.
Comparing the township’s annual operating contribution to what nearby peer municipalities contribute
shows Tredyffrin libraries are near the bottom both in per capita support received and in per capita
operating expenditures.

Library
Chester Co LibraryExton
Easttown
Upper Merion
Lower Merion*
Radnor
Tredyffrin

HrsPopulation Main
served
Library

Opertng Local govt
Hrsexp per revenue/
Branches capita
cap

78350
10,477
28,390
57,825
31,531

68
65
67
65
72

62
NA
NA
259
NA

$92.23
$89.61
$63.35
$76.74
$40.71

$108.79
$65.86
$59.03
$65.89
$26.06

34,580

55

51.5

$43.55

$33.88

*LM branch hours estimated as two libraries currently closed for renovations
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(2012 published data are used because, in theory, all libraries report using the same definitions.)

The library does not designate how township funds are used. However, certain other income is
designated. For example, the Tredyffrin Friends’ donation goes mostly towards programming; state
funds are designated for salaries, benefits and collections in the 2015 plan for the use of state aid. Funds
from the Foundation are to be used for “intellectual property”.
In 2014, the cost of part time staff salaries and benefits was $313,494; of maintaining the buildings
(maintenance, repairs, equipment and utilities) was $236,956. Either of these two expenses use most of
the $316,800 the township contributed.
Recommendations:


Since the township already has staff that cuts the park grass and plows the Strafford Park
perimeter sidewalk and library parking lot, they could do the library sidewalks as well. Same for
the grass cutting and shrub trimming. The estimated $30,000 this would free in the library
budget could go towards opening the Strafford library on Wednesdays. For 2015, the township
budgeted to hire an additional Public Works staff member but, as of September, this had not
occurred; filling this position could cut down on other repair and maintenance bills the library
currently pays in its maintenance budget, again freeing up funds for other purposes.



Hours at Paoli should be reduced by closing at 7 pm Mon, Wednesday and Thursday as traffic is
the least after this time. A cost estimate for opening Paoli on Tuesday should be developed and
presented to Willistown Township in a request for increased funding. An increase of $1 per
Willistown circulation at Paoli would bring in approximately $20,000 towards meeting the cost
of opening 9:30-5 (matching Saturday hours) on Tuesdays.



Opening the main library in Strafford 9:30 am – 5 pm on Wednesdays (matching Saturday hours)
or 9:30 am-6 pm (matching Friday hours) should be a priority. If the township absorbs the cost
of snow removal and grounds maintenance-combined with the approximately 6 hours in staff
time saved by closing Paoli at 7 pm, this should be achievable.
Township absorbs snow removal, grass cutting and shrub maintenance $30,000
Paoli staff savings 6 hours @average $10/hour for 52 weeks
$ 4,000
Less cost of current Wednesday staffing
$ 4,700
Estimated cost of opening the Main library, Strafford from 9:30-6 on Wednesdays: $52,000
(Appendix C)
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The Paoli branch collection should be reduced by 10-20%, freeing up needed space for people
and activities. Popular reading and viewing for adults and children plus local history could be the
focus of the collection reduction since more in depth collections are available nearby or can be
delivered from other libraries in the county as needed within a few days. A review of circulation
data should be done in depth and a profile of the use of the Paoli collection, identifying what will
be collected and retained, should be done and implemented. As a small branch, Paoli should not
attempt to collect across all subject areas or in depth.



A member of the Library Board has submitted a proposal to the township regarding the
installation of LED lighting at the Strafford library. Since both the Radnor library and the

Easttown library have seen the savings in both utility and maintenance costs from LEDs, the
township and the Library Foundation should consider using capital funds in the coming year to
switch as many florescent and other lighting to LEDs. This retrofit can also address the nagging
problems of dark spots (YA area and the Red Fox Book store for example) and inadequate
lighting in the children’s area. Operating funds saved can go towards opening the Strafford
library on Wednesdays.
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Several people interviewed expressed concern that there were too many solicitations (Tredyffrin
Friends, Paoli Friends, Paoli Library, Tredyffrin Library, and Foundation) and that this puts off
and possibly confuses potential donors. Paoli Library and TPL fundraising records are
maintained separately. All library solicitations should come from the Main Library, with the
Paoli Library providing the information on Willistown donors whose contributions should be
designated for the branch’s operations. All township donors should be given the opportunity to
designate their gift to either or both of the libraries or to the Foundation and it should be made
clear that annual fund gifts are for operating expenses, not the endowment, unless so designated
by the donor..



Because there are funders, usually corporations, that will only give to a 501c3 organization, it is
important that the township solicitor swiftly conclude his determination of how best such gifts as
matching gifts and credit card gifts (which are not being deposited into the county-provided
account because of bookkeeping issues) can be turned over to the library for annual operating
expenses versus those gifts which should be invested by the Foundation as an endowment with
an annual distribution to the library. A plan developed by the Foundation and Library Boards
over the summer is on hold until his opinion has been received.



Cooperation with the Foundation in applying for grants and other sources of income is critical
since frequently 501c3 status is required. An example is the Pennsylvania EITC program and
corporate gifts/grants. That library staff will do the bulk of the work is a given, but the
Foundation will need to be prepared to receive and manage the funds. Again, clarifying whether
the Foundation can serve as a “pass through” of operating funds (i.e. not funds to be invested at
part of the endowment) is needed.

Review current employee manuals and contract, position descriptions, personnel deployment and
how volunteers are used in the two facilities; review staff responsibilities and the match between
existing staff and their assigned duties; determine if there are gaps between existing staff levels
and staff expertise/experience and the library’s needs; and explore how to better integrate library
staff into the township
Employees at the Tredyffrin Township Libraries are managed under two personnel manuals: that of
Tredyffrin Township for full time employees at both locations and the Personnel Rules and Regulations:
Tredyffrin Township Libraries, A Chester County System Library that covers part time employees.
Both were reviewed. Additionally, three full time employees-one at Paoli (currently out on disability)
and two at Strafford--are covered by the MEA contract. This contract was not examined as it is not
publicly available and none of the employees covered by it had a copy.
Deployment of personnel currently is:
Paoli
2 FT staff members (37.5 hrs per week)
Branch head
Customer Service Manager (currently out on disability)
1 PT children’s librarian (MLS prepared)-28 hour
127 PT hours (11 staff members)
No. of hours open: 51.5
Strafford
6 FT staff members (37.5 hrs per week)
Director (currently vacant)
Asst Director/Head of Technical Services
Admin Asst/Teen Librarian
Director of Reference and Technology
Head of Children’s
Customer Services Manager & Technical Services Asst
300.5 hours of PT staff (average week) (26 staff members) including
Meeting Room Management/Asst to the Director
26 hrs/wk
Technical Services Asst/Café Mgt
25 hrs/wk
Publicity Manager/Reference Asst
22 hrs/wk
5 Circulation Asst
76.5 hrs/wk
2 Children’s Circulation Asst
22 hrs/week
2 Technical Services Asst/Circulation Asst
53 hrs/wk
No. of hours open: 55
Hourly wages for part time staff range from $8.00 per hour to $16.13 per hour. Full time salaries for
currently filled positions range from just over $30,000 to just under $55,000 per year.
Position descriptions for the positions examined were last updated at various times ranging from 2003 to
2013. (Appendix D) Many management and administrative tasks have been incorporated in the FT and
some PT positions but are not reflected in the position descriptions. The decision to eliminate the full
time PR/fundraising position has accelerated this with recordkeeping and publicity efforts delegated to
other employees. One key part time position, the Meeting Room Management/Assistant to the Director,
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working 26 hours per week has no position description on file at the library. An examination of the
position descriptions found inconsistencies and little to no mention of fiscal responsibilities and
supervisory responsibilities in some and detailed information in others. Interestingly, one full time Paoli
position did not have a position description on file at the Main Library.
Other than the Library Director’s position description, the township HR department was not asked for
other FT staff descriptions. When examined, the position description for the director held at the library
was different that the one at the Township. This situation has been remedied and a new position
description was prepared for the search.
Full time staff are paid by and receive benefits from the township directly from township funds and are
not reflected in the library’s operating budget. The township’s EIN appears on their W2s and
paychecks.
Part time staff are paid with and receive benefits from an account managed by the Chester County
Library where the township’s contribution, state and county funds, income from library operations and
fundraising results is deposited. Benefits are limited to workers compensation and required federal costs
(FICA, Medicare, etc.) The county’s EIN appears on their W2s and checks. Unemployment appears to
be handled without insurance.
Tredyffrin’s staffing in 2012 (when the last comparative statistics were published by Commonwealth
Libraries (Pennsylvania State Library) shows that Tredyffrin’s staffing even then was smaller than
nearby libraries with similar populations and communities:
Name
Chester Co LibraryExton
Easttown
Upper Merion
Lower Merion*
Radnor
Tredyffrin

Population Hrsserved
Main

HrsProfstaff Other
Branches FTE
staff FTE

78350
10,477
28,390
57,825
31,531

68
65
67
65
72

62
NA
NA
259
NA

25.26
4.51
6.49
14.48
8.53

69.39
9.03
13.49
37.97
9.12

34,580

55

51.5

6.79

8.71

(Published data are used because, in theory, all libraries report using the same definitions. For example, FTE are all reported
using the federal 40 hour standard) * Lower Merion Branch hours are estimated because of branch closures for renovations.

A reduction in full time staff positions in 2015 has led to there now being only 8 full time positions
between the two facilities, down from 11 in 2014 and 13 in 2008. Shifting full time to part time may
make budgetary sense in the short term but the loss of continuity, expertise and loyalty could be
damaging while the additional part time employees increase scheduling and coverage problems to be
managed by fewer full time staff.
The Strafford library has a large contingent of volunteers (about 40), beyond the volunteers who work at
the Friends Red Fox Book Store and prepare items (sort, price, arrange) for book sales at both facilities.
Volunteers help unpack and process daily deliveries of “hold” materials and items that were returned
elsewhere in Chester and Delaware Counties; shelve and keep shelves in order; assist with YA,
children’s and adult programs, acting as extra adults when groups of children attend; process library
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materials; create items for craft projects; plant flowers; and empty book drops. Teen volunteers develop
children’s activities like scavenger hunts and word puzzles; create booklists and “top ten” lists; test
problem CDs and DVDs; create displays; photograph programs; assist with programs and story time set
ups; keep periodicals in order and make sure computers have paper. Teen volunteers also act as
“reading models” encouraging younger children to see reading as “cool”. They also assist around the
library, responding to job board postings from any department.
Recommendations:
 It should be a high priority of the new library director to review and update existing and create
absent position descriptions. All should be on file at the Main Library and should follow a
consistent format. Where educational credentials are required, they should be followed; using
MLS-prepared librarians for strictly administrative support tasks should be minimized.
Supervisory duties and procedures should be consistently described.
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Given the township’s population and use, the combined two-libraries should have at least 10 full
time positions: 2 at Paoli, one of which is an MLS prepared librarian; and 8 at Strafford, one of
whom is the library director and 4 with an MLS degree. This should be the minimum full time
complement for the two facilities. Comparable nearby libraries with similar populations and a
single facility such as Radnor Memorial Library has 11 FT (7 with MLS) positions in 2015.



Given the Paoli staffing crisis in 2015 (two full time staff on medical/disability leave), several
technical services processes moved to Strafford. This has proven successful. If the full time
staff person currently out on disability returns, since several of her duties are now being handled
at Strafford, she should be transferred to Strafford and a full time Children’s Librarian,
preferably MLS prepared, added to the Paoli staff. If she does not return, the open position
should be filled with a FT MLS prepared children’s librarian.



Currently there are multiple administrative and financial management tasks that have been
divvied out to at least three staff positions. While it is true that the library director is responsible
for overseeing the library’s financial management, this current structure makes it more difficult
to do so since various people are responsible for only parts of each process. Adding a full time
business manager (or reorganization of one of the Admin Assistant or Assistant to the Director
positions) to be responsible, under the direct supervision of the library director, of deposits, data
entry, time sheets, basic mechanical equipment (copiers, the HVAC service contract, equipment
maintenance contracts), cash drawer records, bank record reconciliation, invoices, interacting
with the accounting and check issuing service of CCLS, etc. would streamline these processes
and give the library director a better financial management structure. It is recommended that this
position also handle these processes for the branch library, except for actual cash deposits which
should be handled by the branch manager.



The assistant director position at Strafford needs an updated position description that makes it
clear that the position serves as second in command for the two libraries and has authority in
both facilities. As the person responsible of the collection, acquisitions and materials budgets,
these task should be included as well as the staff directly supervised.



The departure of the PT PR/Fundraising staff member (because of a move out of state) has
caused a similar distribution of duties: press releases are being prepared by a PT circulation staff
member with information supplied by other staff; data entry into the gift management tracking

system has gone to another. This important function needs to be under the responsibility and
coordination of one person, preferably not the library director who needs to maintain oversight of
all library activities and functions. None of the position descriptions reviewed assigned
responsibility for the webpage, for social media or for traditional PR.
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Integrating library staff into the township is a two-way street: and not only should the Library
Director be more visible at the township offices, but township staff—administrators, public
works staff and Supervisors-- should be more visible and interact with the library staff and
library users One staff member said how nice it was that someone from the township came to
the library after the November 2014 “brown” flood; unfortunately, that person did not introduce
himself and she did not ask (afraid he would be insulted she didn’t know him.)



In many municipalities, the library staff works closely with the township parks and recreation
staff to plan joint programs or to support each other’s efforts. While some of this occurs in
Tredyffrin, more can be done.

Review current state law regarding library governance and the governing documents of all the
entities; and determine if there are alternative governance structures that would better serve
township residents;
In 1965, the Tredyffrin Public Library opened as a result of the work of a township study group and
action by the township government to provide funding and a site for the library. The existing library in
the township, the Paoli Library, turned down an offer by the township to build a new facility at the Paoli
Shopping Center and use the Paoli collection and staff as the core of a new, larger library. The
Tredyffrin Public Library started in 1965 at two successive school buildings and a new facility was built
in Strafford where the township owned park land. This facility was later enlarged by making the lower
level a service space.
This brief history may seem unnecessary to many in the township. However, it is important to remember
that the Tredyffrin Public Library came about because of the vocal concerns and desires of citizens of
the township. It also came about just after the first Commonwealth laws and regulations were enacted in
1962, popularly known as the Library Code. Since 1962, the Code and successive legislation and
regulation have determined how public libraries in Pennsylvania govern themselves and operate—at
least if they wish to receive state aid and be part of the public library structure for district support
services: delivery, interlibrary loan, continuing education, automated systems, county aid, etc. Unlike
other township departments, the Tredyffrin Township Libraries must meet certain requirements and
follow certain standards to receive state and county aid and district services. Library users in the
township have access to the collections of other libraries in the county, regionally and statewide at no
cost and the library receives funding (State and county funds) and services (automated systems, delivery
and accounting) valued at over $300,000 annually if done independently.
The Library Code does not require that a library be a department of municipal government although that
is the Commonwealth’s preferred structure especially in single-municipality libraries. Some libraries in
Pennsylvania are still run by associations although in all other ways they meet the definition as a public
library (i.e. they no longer charge a membership fee); others are 501c3 non-profit corporations. Some
public libraries in Pennsylvania receive their primary funding from school districts instead of
municipalities Some receive it from multiple municipalities as does Tredyffrin. The one constant is that
there be a library board and that that board has responsibilities beyond those of an advisory board.
In some municipal libraries, the Library Board acts fairly independently from its municipality; in others
less so. During the course of this study, the Library Board and the Board of Supervisors have
determined that they would prefer the later and have no desire to pursue a separation from the
municipality (i.e. 501c3 status for the library although this is allowable under current state law).
However integrated into the township processes the library becomes, the responsibilities assigned to the
Library Board cannot be ignored and should be respected. The township’s ultimate authority to
appoint/hire the library director, appoint members of the Library Board, approve the library’s budget and
insure that library policies are not in conflict with township policies is clear when the library is a
department of the township government. But the Library Board‘s role and responsibility to interview
and select a library director for consideration by the township; to develop and forward for approval a
library budget that meets the needs to library users; to interview and forward for consideration by the
Board of Supervisors new members of the Library Board; to develop library policies that fulfill its
mission as a public library—outside of politics and serving the entire community across all ages—
cannot be abridged. While this may at times feel awkward for township administrators and elected
officials, the state law is designed to nurture and maintain library services even when a municipality’s
attention is no longer focused on the library.
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The Library Director is a township employee and participates as a department head in township
management. He/she reports to the Township Manager or his/her designee. The Library Director also
reports to the Library Board. The Library Board provides input for the Library Director’s annual
evaluation, which is performed by the Township Manager or his/her designee. This structure is now
included in both the Library Director position description and in the Library Board of Trustees bylaws.
The Library Director or his/her designee represents the library (and township) within the Chester County
Library System.
The Tredyffrin Township Libraries Board of Trustees’ bylaws govern the Board’s structure and
activities. The Board consist of nine members, appointed by the township supervisors. Two trustees are
recommended for appointment by Willistown Township Supervisors; the other are recommended for
appointment by the Library Board. Trustees can serve no more than three 3-year terms consecutively.
Officers are a President, a Vice President, and a Treasurer, with a four year limit serving in an office.
The duties of the Board have recently been revised to clarify areas where Library Board actions are
subject approval by the Board of Supervisors.
The libraries are housed in facilities that are owned or rented by the township. The library staff need
clarity about when to rely on the township when building problems arise, who pays for what, and what
process should be used to alert township staff to problems and to resolve the problems. As was pointed
out in the funding section above, the library expends funds to repair and maintain the two facilities and
to pay utilities (although these may actually be the township’s contributions being expended).
During the course of this study, the Library Board of Trustees, township administration and the Board of
Supervisors have determined that keeping the Tredyffrin Township Libraries as a department of
township government best serves the interest of residents. The cost to shifting to an independent
nonprofit corporation, the disruption to the lives of long-term township employees and the assumption
of fiduciary and other duties by the Board of Trustees are high costs for what has been determined
would be little gain.
Over the last 50 years, the Tredyffrin Public Library’s relationship with the legacy library in Paoli has
been contentious at times. Until the early 1980’s, the Paoli Library remained an independent private
library in the township. An agreement was struck in 1980 between Tredyffrin Township and the Paoli
Library Association to merge the Paoli Library into the “Tredyffrin Area Library System”. The
agreement stated that “Tredyffrin will permanently maintain a free library in Paoli…to be known as the
Paoli Library, a Branch of the Tredyffrin Area Library.” The agreement was to be in effect for three
years and “from year to year in the absence of termination by either party.” In 1982, the Paoli Library
Association went out of business, so the second no longer exists. The lease for the space the Paoli
Library occupies was renewed for 10 years in 2015.
History has given Tredyffrin township two library facilities. While not necessarily the most cost
effective situation, it is what it is and, politically, no solution presents itself. Championing one library
over the other does neither library any good and does not build broader support. Paoli may be unique
and special but it would not exist without the financial support of Tredyffrin Township and the
management support of the Main Library. Celebrate the history but not at the expense of the future.
Friends
While the Friends are separate organizations from the library and outside of governance, they are
important to the libraries’ future as they provide current financial support and build community support.
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The library has no say in how the Friends operate but collaboration and communication is critical
between the library and its Friends. In both libraries, the Friends use space (and would like more and
better space!) Balancing the Friends’ needs against those of library services is a challenge given limited
space in both facilities.
The Friends of the Tredyffrin Public Library and the Friends of the Paoli Library groups are each 501c3
organizations. The Tredyffrin Friends received its IRS designation in 1986; the Paoli Friends are
currently (2015) members of the Pennsylvania Citizens for Better Libraries group and file their required
990 through PCBL. The Tredyffrin Friends have 990s on file with the IRS 2003 – 2007 and are
currently required to file a 990-N postcard since their income is less than $50,000 annually. 990-Ns are
on file with the IRS for 2008-2014.
The two Friends groups currently have excellent, devoted leadership and a cadre of members who
volunteer a large number of hours to generate donations to the Libraries from book sales and other
activities.
Recommendations:
 The name Tredyffrin Public Library should be retired as it is confusing. Instead, Tredyffrin
Township Libraries should be consistently be used as the name of the two-library organization.
This will require working with the CCLS and Commonwealth Libraries to change the name of
the organization on the CCLS website and on various state and system documents.
 The Tredyffrin Township Libraries is made up of
o Main Library, Strafford
o Branch Library, Paoli
This naming should be used consistently by everyone in all arenas. When referencing the
libraries in Tredyffrin Township, refer to the Tredyffrin Township Libraries or to the Main
library in Strafford or the branch library in Paoli. It may take time (a lot of time) but if the
library, the Board of Trustees, the Friends and the township consistently use this nomenclature,
ultimately it will become more natural.
 The Library Director should prepare a narrative annual report on the state of the library, the
programs and services provided in the year, and how township and other funds were expended
no later than April of the following year. A copy of the report should be posted on the library
website and given to members of the Board of Supervisors, the Library Board of Trustees, and
the County Library System.
 Library Trustees should receive an orientation from the Board President, Treasurer and Library
Director to supplement the one provided by the Chester County Library System. At this
orientation, how the library is funded and governed should be covered; the previous year’s
annual report distributed; and an overview of the libraries’ history and what the library does
explained.


A memorandum of understanding should be developed outlining who is responsible for what in
the two facilities and what procedures are to be followed. Items included are:
o
o
o
o
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Thresholds: Up to what cost level do repairs come from the library budget
When are bids required and who does them; number of bids required
What work if any can the library proceed with without township involvement
When do building issues become part of the township capital budget and how to get them
included

o What outside contractors does the township want used, if any, and for what work
o What needs to be communicated and to whom; when
o What should the library do—and when—if the procedure has been followed and nothing
happens
It is critical that a copy of any maintenance contracts entered into by the township (HVAC for
example) be on file at the Main Library and its terms explained to the Library Director so
contract performance can be monitored.


While the Paoli Friends interest in hiring a space consultant is admirable, the expectations such a
study might bring could bring dashed hopes as no funding source for a renovation has been
identified. The elimination of the funds budgeted to build a new Paoli library still smarts with
this library’s supporters.



Recently, the two Friends groups have begun conversations and mutually supportive activities.
This should continue and expand. Opportunities should also be explored to work with
nearby Friends groups (Easttown and Radnor for example) to determine whether joint efforts at
special events could mutually benefit each Friends group and the libraries they support.



The Tredyffrin Friends has not done a membership drive for several years nor has the Paoli
Friends. A membership drive not only generates funds but can also identify people who want to
volunteer or participate in Friends events. An every-two-year membership drive, perhaps with a
“Friends members only” time at book sales or some other incentive, should be considered. It is
important to time this membership solicitation to not conflict with the library annual fund
mailing or any Foundation solicitation.

The Foundation
Established in 1993, the Tredyffrin Township Library Foundation’s incorporation documents with the
Pennsylvania Department of State give the purpose as “is. To raise funds for and distribute funds to
Tredyffrin Township public libraries.” Additional information included with the incorporation papers
list the following purposes:
“To administer bequests, memorial gifts and other contributions to the Tredyffrin Public Library
in Strafford and Paoli Library
To establish a group of volunteers to administer the fund
To establish the rules for raising and distributing funds for the long term support of the libraries,
supplementing their income from public authorities
To establish separate funds for the Tredyffrin and the Paoli libraries when monies are specific
gifts for either one
To provide supplemental library income
The incorporators were Marian Stephens, Library Director at that time, and William Davis. The first
funds under the Foundation’s control were transferred from the township and came from a $25,000
bequest from Esther and Isiah Ellis “to be used for the purchase of new books” and a $10,000 gift from
an unidentified local trust fund.
In the current bylaws, the Foundation is governed by a Board of Directors. Members are appointed by the
Tredyffrin Township Board of Supervisors after candidates are nominated by the members of the Library
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(not Foundation) Board; one Board member may reside in Willistown Township. At least one Director is
a member of the Board of Supervisors and at least one Director is to be from the Library Board of Trustees.
Terms are for 3 years and there are to be no more than nine or less than five Directors. Officers include
President, Vice President, Secretary and Treasurer; the terms of office for officers is one year with no limit
on reelection.
The Foundation’s bylaws require an annual meeting of the Board but in practice, the Board meets quarterly
to review a financial update from its Treasurer, get an update from the Library Board and discuss
Foundation issues.
The Foundation bylaws state that “The Treasurer shall have custody of the Foundation funds and securities
and….shall disburse the funds of the Foundation as may be ordered by the Board”; that “The Foundation
shall serve to benefit the public libraries of Tredyffrin Public Library and Paoli Library, through the
support of the public libraries’ activities and mission”. In the December 1995 minutes, the Foundation
Board was told that the Certificate of Coverage from the PA Intergovernmental Risk Management
Association for Tredyffrin Township had an endorsement that included the Foundation.
In 1999 the bylaws were amended to state:
“the Board will notify each library of its pro-rata portion of that year’s net investment income. The
transmittal letter(s) for the distribution shall state that the funds shall be used of the acquisition of
intellectual inventory for the libraries.”
In 2003, the bylaws were amended to state:
“The Board, upon unanimous consent, may release principal to the Tredyffrin Township Libraries”. This
may have been done to allow the Foundation to contribute to the building fund.
In 2004, the bylaws were further amended to add a new article establishing a Library Building Fund
separate from the Foundation Fund with its own record keeping and disbursement rules.
(There is no evidence that proposed article 8, establishing a Library Annual Fund and amending some
portion of article 10 were ever approved.)
By the end of November 1996, the Foundation’s funds totaled $40,027; by the end of November 1999,
they totaled $118,343 after a switch from putting funds into a money market to into stock. The investment
policy proposed in 1996 (65% stock, 35% bonds) was being followed.
An advanced favorable ruling on 501c3 status was received and additional documentation was filed to
receive a final favorable ruling in May 1998. In 1997, the first distributions were made from 1996
earnings. In 2002, at the request of the libraries, permission was given to defer a given annual distribution
for up to 4 fours; only Paoli Library has used this deferment.
Because of the amount of funds received by the Foundation for the Building Fund in 2004, the township
agreed to pay for the required audit, the Foundation’s first. Audits continued in 2005-2009. The
Foundation also an outside audit for 2010. (Only when annual income exceeds $300,000 is an outside
audit required). End-of-year financial reports were completed by the Foundation Treasurer for 2011,
2012, 2013 and 2014 and are now on file at the Strafford library.
The 2004 audit states: “all public contributions other than to capital are unrestricted”; the 2006 audit
shows the capital campaign funds as temporarily restricted and the rest of the Foundation’s funds as
unrestricted. The 2010 audit comments that “contributions received are recorded as unrestricted,
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temporarily restricted on the existence and/or nature of any donor restrictions” and shows all Foundation
funds as unrestricted.
A review and comparison of the 2011 and the 2014 year-end financial reports show
Foundation financial position

2011

2014

Money market capital campaign
Money market Endowment bond
TD checking
Vanguard investment accounts

$71,273 $15,963
$1,379
0
$2,412 $14,954
$310,119 $374,098

Total

$385,183 $405,015

Once the annual financial report is received from the Board in the spring, the Board votes to distribute
4.5% of its balance to the libraries using a formula approved beginning in 2014 and allowed by PA Act
141 of 1998.
In 2014 minutes, it was noted that no additional repayment was due to the township for the 2008 capital
project. The most significant income in 2014 was $36,073 from Network for Good and $12,198 in
dividends. The $15,000 emergency donation to the library (over and above the regular distribution) is
listed as “cost of goods sold”.
The Foundation’s earliest minutes reflect ambivalence about its fundraising role: while Foundation
Board members were comfortable with receiving and managing gifts that could form a fund whose
income could be used to supplement annual operating costs, there was discomfort with soliciting gifts
(fundraising). For years, matching gifts (which require 501c3 status) and credit card gifts to the library’s
annual fund have been the Foundation’s primary income after dividends and earnings. Matching gifts
and credit card donations were added to its unrestricted funds. (Credit card donations cannot be
processed through the county accounting system and are deposited into Foundation’s account.)
Additionally all solicited corporate donations, some income from events, and some individual donations
have been deposited by the Foundation. A proposal supported by the Foundation Board of Directors
and the Library Board of Trustees over the summer of 2015 would establish an Operations Account at
the Foundation allowing annual appeal credit card gifts, event income, individual donations and solicited
corporate donations to be transferred to the library in the year received, unless, of course, the donor
specifically requests that the gift become part of the endowment. Source of income for the Foundation
would then be matching gifts and a new planned giving and endowment campaign.
Whether this proposal can be implemented depends on how the Township solicitor responds to the
issues that have been placed before him. Since the Foundation Treasurer’s reports reviewed did not
indicate the source of funding, it was not possible to determine the volume of income the proposal
would generate for the library’s annual operating budget.
Recommendations:
The bylaws state that the records of the Foundation “shall be kept at either the registered office…or the
principal place of business.” Since the registered office is the Strafford library, the files should be
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maintained there. Copies of agendas, minutes and financial reports plus the year-end financial
statements should be available at the Main Library. One way to accomplish this is to amend to
Foundation bylaws and name the Library Director as the Assistant Secretary and Assistant Treasurer
(non-voting). These positions would be responsible for making sure that all required records are filed at
the Main Library.
Under the leadership of a Library Board member who served as a Foundation Director, the Foundation
has again taken up their role as fundraisers using planned giving and a possible endowment campaign.
Because of her unexpected family move to the West Coast, this work needs to be taken up by another
Director.
Again, the opinion of the Solicitor regarding use of the Foundation’s funds is critical. The Solicitor is
also reviewing the Foundation bylaws and his opinion will need to be acted upon.
Once the opinions are received, the Foundation should review any printed or online information
regarding gifts to be sure the language reflects actual practice.
$25,000 in the initial Foundation funds were restricted by the donor to the purchase of books, yet the
subsequent audits identify all Foundation funds except the capital campaign as unrestricted. In my
review of Foundation documents I could not find any deed of gift, but in 1999 the bylaws were changed
to restrict the annual distributions to the libraries to “the acquisition of intellectual inventory” seeming to
reflect the donors restriction. But in another part of the bylaws, disbursement can be “for both general
and restricted purposes.” The Foundation needs to review every addition other than interest and
dividends or for the capital campaign and make a good faith effort to sort out what was restricted (and
whether use of the principal is restricted) and to what; then begin to report its assets accordingly. I could
not find any such accounting in the documents filed at the library.
At the end of 2014, there were capital campaign funds held by the Foundation. One use of these funds
would be to help support the move to LED lighting at Strafford; another would be to support the
renovation at Paoli that is being explored. After some period (2 years?) of the end of the Strafford
capital project, these funds can be moved into the Foundation’s other fund. The Foundation should
decide what it plans to do and clear out this fund, pending the solicitor’s opinion.
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Operating budget income 2012-June 31, 2015
Income
2012
Library operations
114615
State aid
113865
County
84484
Interest
354
Donations
/Fundrsng
Foundation
Friends
Misc
Transfer
Willistown
TredTwp
Including
twp
contributi
on

2013
108777
132684
108732
305

2014 1/2 yr 2015
101297
43095
100956
99745
108731
45890
172
80

48427
2520
20002
444
0
27846
307600

89398
12956
20501
1558
250
46410
307600

87102
28105
20503
2446
24939
38242
307600

24856
16867
0
63
0
9561
316800

720157

829171

820093

556957

Appendix A

Back-of-the envelope
End-of-year projection based on 6-31-15 Treasurer's Report
Income
Library operations
State aid
County
Interest
Donations/Fundrsng
Foundation
Friends
Misc
Transfer
Willistown
TredTwp

Budget
99908
99746
91779
200
74807
38200
20000
2300
25000
37900
316800
806640

Appendix B
As of 6/15 Anticipated
12-31-15
43095
90151
99745
99745
45890
91779
80
160
24856
55000
16867
16867
0
20000
63
500
0
25000
9561
37900
316800
383820 *
556957
820922

* includes an estimate of FT salary and benefit transfers
Expenditures
Salaries and wages
Benefits
Library materials
Programming
Building
Utilities
Equipment
Capital
Funrdrsng/PR exp
Supplies
Postage,tele,printing
Audt,finc'l fees
Dues, travel, training
Misc incl ccard fees
*taking into account twp's paying for HVAC maintenance
**cost of background checks

Budget
Thru 6/15 Projected 12-31-15
305276
141138
322276
23250
11094
25212
187430
89893
187430
21000
11079
22000
90700
41954
75908 *
111150
53641
107282
22600
8271
16542
5300
2616
5000
13100
1280
6500
12200
5233
11466
8900
5096
10192
2900
1718
2500
3150
33
2500
1850
1321
2671 **
808806
374367
797479

Draft costs of opening Strafford library on Wednesdays
Strafford staffing
Admin Dir/asst dir

Weekly hours worked

Asst Dir
Hd-Ref
YA Coor
Cust Ser

Salaried
Salaried
Salaried
Salaried

9-3

PT ref lib

3 HOURS

3-6

Circ staff
Shelver

25.5 HOURS
6 HOURS

Child staff

Hd-Ch
Salaried
Chil Prog Salaried
Chil Circ Asst
18 HOURS

Child circ

Daily
Payroll
Est cost

NA
Coverage Works

Ref desk

Appendix C

Staff cost
Power/heat/etc

9-5

Services
No programs
No room rentals
No outreach
Distribute mail-yes
Accept package deliveries
Shelve-yes
No invoices processed/bills paid
No materials processed
Holds processed-yes

$0--paid
as aprt of
salary

306
60

9-5

No programs
No school visits/outreach

$0
30
216

3-6
Process delivery-yes
Shelve-yes
Holds processed-yes
Empty bookdrops-yes
Per hour open

Less current staff costs on Wednesdays

23.409 17129.27
4.59 3358.68

$0
2.295 1679.34
16.524 12091.25

$36,484
20343.96

43.47343
2860

Sub-total
Grand Total

$0

39.75 3.040875 2225.126

9:30-6
12-3

9-3

FICA/Med For year

90.6

$56,828
4711.2
$52,116

Staff profile

2 FT staff members--one at Ref Desk/one in Children's for most of the day
1 PT Reference Asst
2 shelvers
1 Childrens Cir Desk staff
At least 2 PT main circ and 1 PT children's circ person at all times

9-5
5-6

6 staff on at all times
4 staff members on duty

Excerpts from Position Descriptions

Title

Asst Director/Head of Technical Services

Paoli Branch Manager

Selected duties
FT Responsible for collection
Responsible for building repair/upkeep
No budget or supervisory in pd
Attends Board meetings
Communicates with staff and public
Planning for facilities and personnel
FT Attend Board meeting
Prepares annual Branch budget
Coordinates financial processes,
deposits,payroll,accts payable

Appendix D
MLS
Header
req'd in Incumbent referenc
pd
has MLS? ed*
Reports to
Lib Dir
Y
Y
TPL

MEA
PD last mem
dated ber
2003 No

Y

N

None

Lib Dir

2010 No

FT Coordinates ref and information literacy Y
Manages IT and related technology "in
the building"
Reference service calendar
Train/manage PT reference staff and
volunteers
Assist Chester Co Computer Services in
maintaing and operating network system
at TPL

Y

TTL

Lib Dir

No date No

FT Supervise assigned employees
Supervise Children's Lirn in Paoli
Works with Hd of TS with "materials
budget"
Outreach to schools and organizations

Y

TTL

Lib Dir

2013 No

Cost estimates for facilities improvements
Responsible for construction and repair
Communicates to staff, public

Director of Reference and Technology

Children's Librarian

Y

Admin Asst/YA Specialist

FT YA programming and collection
"daily financial mgt"register,deposits,petty cash,sales tac
tracking,monthly financial reports
General office: mail, supplies, record
retention
(not in PD-processes new PT hires for
county)

N

Y

Works w Dir to advertise, interview and
FT hire PT circ staff
BA reqd N
Trains, supervises and schedules Admin s
and circ staff
"Consults" w Paoli re changes in
procedures
Customer Service Mgr & Technical Servies
Trains and supervises TPL volunteers
Asst
Assist TS Director w/collection mgt
Manages patron DB and overdues;resolve
issues
Manages electronic staff schedules
Works service desks at TPLand Paoli
Assists ChLibrn with programming, PR,
FT readers advisory
Assists ChLibrn with collection

Admin Asst/Children's Programming
Specialist

Assists ChLibrn with department oversight
Records, processes, copies, files and
forwards (after Dir sign)all invoices to
CCLS
Processes (PT)payroll, work permits,W2s
(not in pd--manages credit card
receipts/bill)

N

N

TPL

Asst Dir-Hd of
Professional
Services

2010 Yes

TPL

Lib Dir

2013 No

TPL

Children's
Librarian

2010 Yes

Customer Services Mgr (Paoli)

FT Currently on dissbility leave
Position Description not on file at Main
library

Library Specialist - Acquisitions

PT Ordering, receiving materials
Prepares invoices
Prepares TPL and Paoli items for
cataloguing at CCLS

Meeting Room Management/Asst to the
Director

No job description on file (works on
PT Annual Fund and Ref Desk)

Yes

N

* Library header--what is the letterhead/name of the library used on the position description

Y

Y

TPL

Hd of Technical
and
Administrative
Services

2010 No

No

