Review Library Grant Funding

Phase 2 Final Report | Confidential – for internal use only

|

City of St. Albert
Operational and fiscal review

| 136

10 | Review Library Grant Funding
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SUMMARY OF RECOMMENDATIONS
1. Consider reducing library grant funding levels in line with comparable municipalities, working with the library to identify ways to offset the impact of
reduced grants. Phased reduction in funding may be considered to sustain outcomes.
2. Recognizing the previously limited role the City held related to library operations, City administration should now formalize a more active role in
understanding how grant dollars provided by the City are being spent by the library. This may also involve instilling similar grant submission and review
requirements, and reporting expectations from the library in line with those followed by other grant recipients.

Cumulative budget impact
range 2021-2025
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$5.1M - $9.5M

Impact
Type

Cost savings

Timeline to realize
benefits

2022+
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UNDERSTANDING THE LANDSCAPE
• The library relies on annual municipal, provincial, and federal grant funding as main sources of revenue. It also relies on fundraising efforts conducted by ‘Friends of the
Library’ and user fees, including $70 membership cards for residents outside of St. Albert, lost or overdue items, and space rentals.
• Operating and capital investments for the Library, and city-provided funding required to support the budget is subject to approval by Council. Municipal grant funding
for the library has been increasing annually over the last 2 decades with the library receiving a municipal grant of $4.7M in 2019 and 2020 (reduced to $4.3M in 2020
due to COVID-19) and operating expenditures are above the 75 th percentile (2019 financial figures).
• In 2019, the municipal and provincial library grants for St. Albert were $71.33 and $6.10 per capita, respectively. Benchmark analysis found that library weekly
operating hours are double that of peer municipalities and municipal grant funding per capita for libraries at St. Albert is ~80% higher than that of peer municipalities
(See Appendix A for details).
• In spite of being an independent entity, the Library generally complies with the City’s budget-related priorities and requests (e.g. the library agreed to a 7% budget
reduction due to the COVID-19 pandemic); however, funding requests from the library do not go through the same level of rigour and scrutiny as other City services
(e.g. proposal to open a second library branch was not screened through the City’s capital prioritization matrix). The library is in it’s own category whereby it does not
follow the same protocol as other externally funded agencies where a funding amount is requested, scrutinized and then granted as the City sees fit. Instead, the
library’s requests (including funding requests) are presented directly to Council, an opportunity that other funded organizations are not granted. As such, the library
does not go through the same degree of scrutiny as other community groups, funded entities or City services. This has left the City susceptible to overfunding, as
indicated above by the disparity in funding levels at St. Albert compared to other peer municipalities.
• The City further supports the libraries operations by supporting shared services including HR and Finance. Both entities partially share IT infrastructure such as phone
and payment systems. Additional support is provided to the library on an ad-hoc basis, without formal service level agreements, leading to the true-cost of library
services being under-estimated.
• The library provides certain services that are duplicated by services provided by the City’s culture team (e.g. speaker series, film screenings, summer art camps etc.).
These services are provided free of charge and don’t follow the City’s cost recovery guidelines thus leading to lost revenue

OPPORTUNITY
• Reduce grant funding allocated to the library to align with levels provided in peer/comparable municipalities. Given the library is an important service to the community
the City may work with the library to identify ways to offset the impact reduced grants, limiting disruption of services to residents and ensuring the library follows the
same grants submission and review processes and reporting expectations as other grant recipients.
• Reduce duplication of services offered between the library and the City or mandate that the library follows the City’s model of full cost recovery instead of providing the
services free of charge
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BENEFITS
• Cost savings through the reduction of grant funding by bringing St. Albert on par with peer municipalities.
• Increased scrutiny of budget submissions by the library in the future can align decisions around funding-levels with Council priorities, and avenues to
generate efficiencies with the City (e.g. through shared services) are being evaluated before approving grants. Alternatively, it can be mandated that the
library follows the same processes and protocols as external agencies regarding funding requests, creating equity among external grant recipients.
• Ability to transition the library through a more self-sustaining delivery model, reducing the need to rely on City grants at their current levels.
• Improved collaboration between the City and the library to explore mutually beneficial cost reduction, revenue generation or modernization options to
reduce the net cost of service delivery.
JURISDICTIONAL EVIDENCE
City

Population

Total Number of InPerson Visitors

Number of Locations

Combined Total
Weekly Operating
Hours

Provincial Per Capita
Grant

Municipal Per Capita
Grant

St. Albert

65,589

350,000

2

86

$6.10

$71.33

Medicine Hat

63,260

253,360

1

48

$5.53

$36.33

Airdrie

68,091

226,290

1

48

$5.04

$30.31

Sault Ste. Marie, ON

66,313

308,395

2

53

$5.82

$38.94

• Findings represented in the above benchmarking table across comparable municipalities of similar population size:
• Compared to other municipalities of similar populations, St. Albert attracts the highest number of in-person visitors which is recognized as an
accomplishment, however:
• While Provincial per capita funding is comparable, Municipal per capita funding provided to the St. Albert Library is approximately double the
amount provided by other peer municipalities ($71.33 versus an average of $35.19)
• When compared to Sault Ste. Marie, which has 2 library locations and similar population, the St. Albert operating hours are 62% higher and
municipal grants per capita are 83% higher in St. Albert
• Additional benchmark findings available at the end of the business case
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JURISDICTIONAL EVIDENCE cont’d
• Library budgets are prepared in accordance with City budget guidelines and this is also the case with the Brantford Public Li brary. The City may consider putting a
library-specific clause within budget development guidelines mandating review of grant funding spend. Further, Toronto Public Library’s City Librarian provides an
Operating Budget Monitoring Report to the Library Board (in the presence of a City Councillor), highlighting financial position including revenues and expenses and
potential risks/issues.
The City may work with the Library board to assess various strategies to offset the reduction in grant funding.
Strategies for Operational Efficiencies:
• Calgary Central Library was awarded LEED (Leadership in Energy and Environmental Design) Gold certification for its ecofriendly green building rating primarily in
electricity cost savings, lower carbon emissions, and supporting a healthier environment. The branch reported 30% reduction in indoor water use, climate control, and
energy efficient upgrades which contributed to more than 26% in energy cost savings.
• Mississauga Library employees participate in the City’s LEAN program, which trains and empowers staff to identify cost savings and avoidance opportunities.
Improvements have resulted in operating budget savings of $800K through 27 small improvements and two Green Belt certified projects.
• Cities across Canada are exploring ways to leverage technology to reduce the manual effort required to operate library services
• Hamilton’s experiences with library vending machines have found remote kiosks that distribute digital content to be a viable and cost effective method to
expand library services
• In addition to launching a self-serve library facility, Vaughan Libraries is evaluating the potential to place kiosks and book vending machines within community
centres and high traffic areas (transit hubs, retail centres)
• Alberta municipalities are exploring the option for improved regional collaboration in library service delivery through the use of Intermunicipal Collaboration
Frameworks (ICFs) or funding agreements. e.g. Municipal District of Taber and the Town of Taber, follow an intermunicipal collaborative framework to partner in library
service delivery whereby they share library facilities and both are looking to extend mutual contributions to library support services within the next 2 years.
• In 2017, the government of Newfoundland and Labrador conducted a review of its library services and adopted recommendations to transition to a regional library
model. A regional library model would include the closure of underperforming libraries, branches located in close proximity, or branches in communities with a declining
population. By consolidating library branches, and making municipalities share costs through a regional model, the government expects to save $1M annually.
• Initiatives that Edmonton Public Libraries implemented include zero-based budgeting, improved customer payment processes, and improved processes for the
purchase and cataloguing of library collections. Efficiency gains led to the redeployment of resources to high-yield library activities.
Strategies for Revenue Generation:
• Naming rights and sponsorship opportunities are being explored by cities to monetize municipal assets. The Calgary Public Library renamed one of its branches (Giuffre
Family Library) in honour of a $1.5M donation from a local sponsor.
• In West Sussex, UK, Amazon installed lockers at three libraries so that the public can securely pick up their parcels without leaving them unattended on their doorstep
when they are not home. The result is a new revenue stream for libraries, increased foot traffic, and the potential opportunity to extend this to other public sites in the
city.
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BUDGET IMPACT RANGE 2021-2025
2021

2022

2023

2024

2025

Total

Cost savings

-

$730K-$1.36M

$1.46-$2.71M

$1.46-$2.71M

$1.46-$2.71M

$5.01M-$9.49M

Cost avoidance

-

-

-

-

-

Cost recovery

-

-

-

-

-

Implementation costs

-

-

-

-

-

Net budgetary impact range

-

$730K-$1.36M

$1.46-$2.71M

$1.46-$2.71M

$1.46-$2.71M

Methodology
• Calculated the municipal per capita grant funding to libraries in
comparable municipalities and applied this per capita range to the St.
Albert population on order to determine total municipal library funding if
paid in-line with peer municipalities.
• Subtracted proposed municipal grant funding from actual/current
municipal grant funding for library to determine savings
Calculation details
Item
Actual St. Albert libraries Municipal Grant (2019)

$4,678,400

City per capita grant funding

$71.33

Per capita grant funding at peer municipalities

$30-$49

St. Albert financials

Stakeholder consultations

Population of St. Albert

65,589

Municipal grant funding if paid in line with peers

$1.97-$3.21M

Municipal and provincial grants

Library annual reports

Net budgetary impact range

$1.46M-$2.71M

Population of St. Albert

2016 Census
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Amount

Assumptions and dependencies
• Assuming grant funding to libraries does not change from 2019
• The municipal election may delay decisions on grant funding
modification, and the City would need time to work with the Library
board on strategies to offset grant reduction. Therefore assuming a
phased reduction in funding whereby 50% is implemented in 2022,
with the balance in 2023 onward.
• See Appendix A for benchmark analysis of revenue and operating
expenditures
Data Inputs

Source
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IMPLEMENTATION CONSIDERATIONS
• Consultations with the library has indicated potential implications to service levels and service outcomes in the event of a reduction in grant funding, since the City’s
grants comprise of a significant portion of the library’s operating budget. Hence, the City would need to work closely with the library to identify ways to offset grant
reduction so that library services are not disrupted (e.g. since compensation is the library’s primary expense, additional volunteer positions may be considered to
minimize expenditures).
• While the case recommends reducing grant funding to be on par with other municipalities, it must be noted that funding levels are reflective of Council priorities and
associated decisions in those municipalities. Hence, a clear understanding of the desired outcomes from library services is required for St. Albert so that decisions can
be made regarding the appropriate level of funding required to meet those outcomes and a phased reduction in funding may be considered to sustain those outcomes.
• Proactive, open, and frequent communication with stakeholders (e.g. library board) and the public would be required navigate political and media attention associated
with a library funding review, especially as this is an election year
• The City may explore ways to improve oversight in budget preparation to encourage realistic budget requests and obtain greater visibility into funding allocation at the
library. (e.g. The budget process between the City and the library was previously more integrated as the library Board and CEO would create the library’s annual budget
and the City Manager would perform a review to determine feasibility of Board’s budget request. This process is no longer followed and budget requests from the Board
are presented directly to Council for approval without prior review from the City)
• Modifications in grant funding can be communicated early to provide recipients enough lead time to evaluate options around operational efficiencies and revenue
generation
• Strong sponsorship from Council and leadership is critical to championing these changes and managing the pushback from stakeholders including community groups.

Implementation timelines
Activity

2021

2022

2023

Allocate additional resources to develop a grant funding evaluation framework to evaluate level of funding and outline required
outcomes from libraries
Confirm changes in funding and method to reduce funding (e.g. phased or one-time)
Explore cost reduction or revenue generation opportunities with the library to offset impact of reduction in funding

Develop communication and public outreach strategy to proactively inform the community of impending changes and allay concerns
related to service impacts
Monitor funding outcomes and process them through the framework from the ongoing Corporate Wide Grant Review initiative on an
annual basis to make decisions around funding level adjustments in the future
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RISK MANAGEMENT
Risk

Response Strategy

Likelihood

Impact

Negative impacts on stakeholder
relationships

• Proactive communication and engagement from the City to inform stakeholders
about the rationale behind grant review and path forward to identify initiatives
to offset the reduction in grants

High

High

Loss or reduced capacity of
programs and services that citizens
value

• Request feedback from stakeholders on potential impacts on services and work
with the library to allow minimal disruption

Low

Low

Conflict of interest for the City in
providing oversight for the library

• Implement clear frameworks and processes to manage the grant review
mechanism and identification of efficiency/revenue generation initiatives, with
delineated responsibilities for the City and Library to avoid conflict of interest

Low

Medium

Resistance from Library Board of
Directors and St. Albert residents

• Communicate with stakeholders regarding the rationale of the funding review
and solicit feedback to collaboratively explore options to minimize impact to
library services

Medium

Medium

Delays in implementation due to
2021 election

• City leadership to work with Council and the Library Board to initiate
conversations, analyze options, and develop a timeline for further decisions on
funding levels and initiatives to be explored. City leadership to work with the
new Council in October to convey findings, and restart further analysis in a
timely manner

High

High
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Benchmark Analysis
City

Population

Provincial
Grant
Funding

Municipal
Grant
Funding

Provincial
Per Capita
Grant

Municipal
Per Capita
Grant

Total Library
Revenue

Revenues
from User
Fees*

Percentage
of Revenues
from User
Fees

Total
Number of
Locations

Combined
Total Weekly
Operating
Hours

St. Albert

65,589

$400,000

$4,678,400

$6.10

$71.33

$5,392,498

$94,725

2%

2

86

Medicine Hat

63,260

$349,750

$2,298,403

$5.53

$36.33

$2,298,403

$180,282

8%

1

48

Airdrie

68,091

$343,223

$2,063,980

$5.04

$30.31

$2,903,677

$68,332

2%

1

48

Red Deer

103,588

$550,000

$3,950,000

$5.31

$38.13

Not Available

Not Available

8-10%

1

48

Edmonton

981,280

$5,231,296

$48,019,405

$5.33

$48.94

$68,172,267

$778,362

1%

20

Not Available

Calgary

1,336,000

$6,916,513

$51,935,423

$5.32

$39.95

$63,852,804

$1,034,818

2%

21

Not Available

Sault Ste.
Marie, ON

66,313

$385,807

$2,582,209

$5.82

$38.94

$3,250,667

$35,700

1%

2

53

Whitby, ON

135,566

$99,982

$5,770,890

$0.74

$42.57

$6,175,191

Not Available

Not Available

3

105

Table 1.1 Benchmark analysis of revenues St. Albert libraries to peer municipalities. Municipal grant funding per capita to the St. Albert library is on average 82% higher than peers and weekly
hours of operation are longer.
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Benchmark Analysis
City

Population

Total Number
of In-Person
Visitors

Total Library
Expenses

Total Capital
Expenses

Total
Operating
Expenses

Operating
Expenses Per
Visitor

Operating Expenditure Spend by Category
Total Salaries,
Wages,
Benefits

Salaries
Wages,
Benefits per
Visitor

Other
Operating
Expenditures

St. Albert

65,589

350,000

$5,223,229

$1,022,679

$4,200,550

$12

$3,722,117

$10.63

$478,433

Medicine Hat

63,260

253,360

$2,834,674

$100,930

$2,733,355

$11

$1,992,946

$7.87

$740,409

Airdrie

68,091

226,290

$2,939,625

$146,981

$2,792,643

$12

$1,940,152

$8.57

$731,042

Edmonton

981,280

5,538,014

$63,853,848

$11,264,471

$52,589,378

$9

$38,471,769

$6.95

$14,117,609

Calgary

1,336,000

7,100,000

$66,861,402

$11,114,504

$55,746,898

$8

$39,234,459

$5.53

$16,850,277

Sault Ste.
Marie, ON

66,313

308,395

$3,215,782

$466,437

$2,749,345

$9

$2,448,550

$7.94

$385,843

Whitby, ON

135,566

719,879

$6,130,692

$237,705

$5,892,987

$8

$4,203,777

$5.84

$1,689,210

Table 1.2 Benchmark analysis of total operating expenditures scaled on a per visitor basis to standardize across libraries. St. Albert libraries operating expenditures tends to exceed that of
peer municipalities with salaries, wages and benefits as the largest driver for operational expenditures.
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Benchmark Analysis
City

Population

Total
Number of
In-Person
Visitors

Number of
Locations

Combined
Total
Weekly
Operating
Hours

Provincial
Per Capita
Grant

Municipal
Per Capita
Grant

%
Revenues
from User
Fees

Total
Operating
Expenses

Operating
Expenses
per Visitor

Operating Expenditure Spend by
Category
Total
Salaries,
Wages,
Benefits

Salaries
Wages,
Benefits

Other
Operating
Expenditures

St. Albert

65,589

350,000

2

86

$6.10

$71.33

2%

$4,200,550

$12

$3,722,117

$10.63

$478,433

Medicine
Hat

63,260

253,360

1

48

$5.53

$36.33

8%

$2,733,355

$11

$1,992,946

$7.87

$740,409

Airdrie

68,091

226,290

1

48

$5.04

$30.31

2%

$2,792,643

$12

$1,940,152

$8.57

$731,042

Sault Ste.
Marie, ON

66,313

308,395

2

53

$5.82

$38.94

1%

$2,749,345

$9

$2,448,550

$7.94

$385,843

Table 1.3 Showcases benchmark metrics across municipalities that St. Albert is most comparable to. St. Albert ranks highest in the following categories:
• Number of in-person visits
• Combined weekly operating hours
• Provincial and Municipal per capita grant funding
• Operating expenditures - above 75th percentile (compared to peers highlighted in report) with the main cost driver being “salaries, wages and benefits”
• Spend on salaries, wages and benefits - 140% higher than the average of that category across peers since library compensation is in line with City employees compensation
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