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Introduction/Executive Summary

The Topsham Public Library Board of Trustees is pleased to present a Long-Range Plan for
2020-2023. This plan is the result of many months of surveys, discussion, and work on the part
of the board and staff. In a nutshell, it points the way for our next three years and outlines our
focus and goals. As with any plan, it is possible that new information will become available that
may require modification, however we believe that our over-arching mission and the flexibility
of this plan will provide us with a clear and concise vision for the future.

The four areas that we will focus on are:

. Community Engagement and Relationships: to increase the visibility of the
Topsham Public Library in the community and foster participation by
strengthening connections between the community and the library

. Finance and Development: to increase the donor base, establish long-term
investment revenue and assess the financial support for long-term needs of the
Topsham Public Library

. Technology: to keep up with changing technology and user expectations of the
Topsham community

. Facilities: to maintain and provide patrons and staff with an adequate a
welcoming space to meet their needs and the needs of the community

We are grateful to Ann Marie Bartoo of Corner Marketing Consulting and Francis Eberle of
Price Associates for facilitation of the Long Range Planning process. Additionally, we
acknowledge the work of the Board Coordination Committee:

Kevin Curnin Deb O’Neil

Jim Demosthenes Hahna Patterson

Larry Fitch Joe Trafton

Kelley Glidden Assistant Director, Cyndi Burne
Diane Hender Director, Susan M. Preece
Anne Macri
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Present

The Topsham Public Library Board of Trustees recognizes the importance of creating long range
plans to guide and to point the way for successful library service in Topsham. The previous plan
was adopted originally in 2014. In 2017, a revision of the plan was created with specific
activities and completion timelines, and was extended to 2019. As the library celebrated its
fifteenth anniversary, a significant bequest of over $770,000 was received. This generous gift,
along with the successful completion of most of the action items from the 2017 plan, occasioned
the desire to reevaluate the progress made and think ahead to the next chapter of Topsham Public
Library.

The Long-Range Planning Process

To accomplish this goal, the library board hired outside consultants, a team from Price
Associates and Corner Market Consulting, in September, 2019.

From the Board of Trustees, a working group was established to carry the load of developing a
draft plan. This working group first reviewed needs and then developed mission and vision
statements for the organization. With this completed, they then identified key areas that
represented the most current critical areas of need at the library. Four focus areas emerged from
this work: Community Engagement and Relationships, Finance and Development, Technology,
and Facilities. With these areas in hand, four smaller work groups were formed with the task of
outlining goals, objectives, action steps, and key participants, as well as budget needs and
potential collaborators.

The mission, vision, goals and details surrounding specific activities for the next three years were
presented to the Board of Trustees for review and approval in January, 2020. The result is this
Long Range Plan. The members of the Board of Trustees are excited to present this plan to the
community of Topsham.

Mission:
The Topsham Public Library connects resources, programs and services to the community to
stimulate personal growth and enrichment.

Vision:
The Topsham Public Library is the access point for traditional and innovative resources to meet
the informational, social and cultural needs of an evolving community.

Values

Access Confidentiality
Diversity Professionalism
Education & Lifelong Learning Democracy
Intellectual Freedom Public Good
Preservation Service
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Focus Area 1: Community Engagement & Relationships

Background

The Topsham Public Library’s success in many ways revolves around the rich relationships it
has developed, both long and short term. As the library continues its trajectory as a “community
center for all”, the relationships within the community are critically important. The board has
recognized that in order for the library to be able to maintain current relationships and anticipate
new ones, intentional strategies will need to be designed and implemented.

The library’s ongoing relationship with the town and its inclusion in the Topsham
Comprehensive Plan Update was one of several indicators that prioritized this focus area on the
list of four focus areas in the library’s long range plan. The library’s positive and long-standing
working relationship with the town precipitated inclusion of specific activities on which the two
groups will collaborate, including:

e Efficient, professional and comprehensive library service to the community

e Economic development through relationships with local business and workforce
development programs
Private sector partnerships to host enrichment and skill building workshops

e Social, recreational and community event programming at the library
e Dissemination of local information, especially on energy technology and weatherization
e Address space concerns at the library
e Communication about the basics of government happenings
Present

The library currently assesses programming and services on an as-needed basis, but we believe
it is necessary to develop indicators that measure efficacy of the programs at both the internal
and external levels. Changing program needs are monitored but it is expected that keeping a
finger on the pulse of Topsham through advisory groups will insure that community needs are
met.

The possible changes in the town’s comprehensive plan about a town center, walkable
destinations for residents, and meeting the needs of its school-aged residents, and retirees will all
be considerations in how the library can and will respond in its role as a “Community Center for
all.”

Future

The library’s physical plant also plays a part in the relationship with its users. A feasibility study
is currently underway to assess whether it is now meeting and if it can meet the future needs of
the community. Additionally, it will review short term changes in the physical space to make
sure that the library is using the building to its best advantage. (See Facilities section in this
document.)
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The goals for the Community Engagement & Relationships focus area are:
To increase and improve community connections and communication
e To ensure the library is providing the best possible mix of resources, programs and
services to the community
e To continue the strong relationship between the library and the town of Topsham

These three goals will be implemented through improving public awareness of the library,
seeking feedback from users, and designing tools that allow the ongoing assessment

of resources, programs and services. From greeting library patrons at the door, to seeking and
responding to their ongoing suggestions for improved delivery of services, to maintaining
working relationships with partners (including the town administration), the library understands
its responsibility to seek feedback on a regular basis, and to effectively respond to that feedback.

Objective 1:
. Develop advisory
CO mMmmun |ty groups across the
spectrum of users
Engagement and SE—
Relationships:
Goal 1: To increase and Outeomes l
Improve C.O WATSY 1. The board of trustees reviews the
connectlo_ns a_‘nd creation of advisory groups based on
communication board and staff availability

2. The advisory groups provide input on
areas of interest such as teen services,
book discussions, parent/caregiver users
of storytime programs, etc.

Objective 2:

Objective 3: Increase outreach to
community members
who are less aware of
the Topsham Public
Library and its services

Explore opportunities
to collaborate with
other libraries and
surrounding

communities
Outcomes:
\ 1. New outreach will reach at least 50% of new
Outcome: Topsham residents so they will become aware of

library services and programs

2. Community Engagement group determines which

. . events/organizations to reach out to

midcoast region 3. All current library users learn more about what is

6 available through existing outgoing communication
channels

1. Increase community ties
and cooperation across the
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Outcomes:
Objective 1: Assess — 1 Annually identify programs for assessment
and/or evaluate 2. Determine the measurement process
current programs 3. Conduct assessment
and services 4. Report to board and community
L ) Outcome:
Objectl\ée 2: 1. Review library
CO m m U n | t :Tlilsc?\?;five and resources and
y best practices professmnal
literature

Engagement and including what i

- . . available from
R6|atlonShIpS. Maine State
Library,

Goal 2: Ensure the Topsham American Library
Public Library is providing Association and
the right mix of resources, Xalne_L!brary

programs and services to the ssociation

community Objective 3:
Implement
programs and
: Outcome:
rvi han
SETVICES changes 1. Adopt and

as necessar :
y implement programs

" and services based
on needs, costs and
staff

Objective 4: Outcomes:

Study the effects of 1. Annually identify those programs that merit a closer
technological advances on —,  assessment

the provision of programs 2. Select one or two annually to look at and determine
and services such as e- the measurement process

reading, e-learning 3. Conduct assessment to determine whether programs

are meeting expected outcomes
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Objective 1:

Continue to foster a
close working
relationship with the
board of selectmen,
town finance committee
and the town manager

Community
Engagement and
Relationships:

Goal 3: Continue to foster a
strong relationship between

the Topsham Public Library
and the Town of Topsham

Outcomes:

1. Continued support from the town’s
governance structure for the Topsham
Public Library’s vision and mission

2. Increased credibility for the board of
trustees with the town’s elected and
appointed leaders

Objective 2:
Implement the Topsham

_— Public Library’s

responsibilities outlined in
the 2019 Topsham
Comprehensive Plan
Update

Outcomes:

1. Increased visibility for the Topsham Public
Library as a partner in the broader Topsham
community

2. Added support for the Topsham Public Library’s
mission and vision
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Focus Area: Finance & Development

Background

Since its founding in 1931, the Topsham Public Library has enjoyed many types of support from
the town. Between the time it was originally housed on the second floor of the Androscoggin
Engine House and today, the town has provided space, assistance, and material support as well as
interest in the library mission. In 2004, a permanent structure was built on Foreside Road, and
the library now operates predominantly as an independent facility with a growing base of users
and an ever-increasing list of services and resources it provides to the community. As a result,
the library requires measured increases of financial support, which include a thoughtful blend of
both public and private monies.

Eighty-five percent of the Topsham Public Library’s operating budget is allocated from the town.
The additional fifteen percent comes from the library’s own fundraising efforts and reliance on
The Friends of Topsham Public Library. This relationship is codified in the Memorandum of
Understanding signed by the town and library administrations.

The library strives to diversify its financial support, so that not all its services rely solely on
funding by the town. As part of the effort to continue this trend, the staff position of
Development Coordinator was added to assist in the ongoing process of identifying, soliciting,
and stewarding a variety of gifts, including annual and planned gifts from donors and grants from
foundations and corporations. With the increasing demands on the library to provide up-to-date
technology, more services to individuals, families and groups, as well as to serve as a community
hub, the focus on improving and increasing fundraising efforts has become even more of a
priority.

Present

Not surprisingly, finance and development has surfaced as one of four priority areas for the
library’s long range plan, and related activities are currently scheduled to commence in January
of 2020.

Future

Three goals of Finance and Development are:
e To increase the donor base in each type of giving program
e To establish a long-term investment revenue stream from the library’s investments
e To continue to assess the financial support required for long-term needs

Broad action steps to achieve these goals include: expanding fundraising efforts; implementing a
plan to generate revenue from investments to support new initiatives; and exploring the
necessary resources needed to address issues involving the physical plant and evolution of
technology.
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Outcomes:
Objective 1: 1. 5% more donors will be added to the donor
Increase donorship base each year
and size of individual 2. The size of the average gift will increase by
gifts within the 3%
Annual Appeal
o Outcomes:
Objective 2: = 1. Bring in new businesses
Continue to deepen 2.Increase giving by
relationships with existing businesses (new
area businesses giving levels/amounts to be
- through the Business determined after examining
F INance &. Support Program potential of this group)
Development:
Goal 1: Increase donor
base in each type of \
giving segment
Objective 3: Outcomes:
Raise awareness — 1. Increase the number of
of the Legacy people who are aware of
Giving program the program through a
variety of promotional and
informational vehicles
Outcomes:
1. 100% of Board of Trustees with the director
Objective 4: and/or Development staff will make targeted asks
Identify and = foranincrease of 5% from existing donors for
highlight specific specific requests—technology, furniture, etc.
uses of donations 2. Also, a target of 5% increase in new donors by
the end of 2023
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Finance &
Development:

Goal 2: Establish a long-
term investment plan for
ongoing revenue from the
Maine Community
Foundation funds

Finance &
Development:

Goal 3: Continue to

assess the financial
support required for
long- term needs such as
site renovation or
relocation
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Objective 1:

Withhold a portion of the library
funds held by Maine Community
Foundation principal for
investment purposes and review
plans for library board approved
discretionary purposes

Outcome:

1. Increase the total annual distribution year-
over-year to keep pace with inflationary cost and
increase fund principal year-over-year

2. Adjust revenue annually for any modifications
of market forces

Objective 1:

Work in conjunction with
Facilities subcommittee
and library board to
determine how to pay for
any physical structural
changes and associated
costs

Outcome:

1. Create a plan to determine funds to
cover needed costs based on board
decision to move forward with any
proposed project
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Objective 1:
Fl Nance & Develop criteria to
: measure success/failure of
Development: Monday opening

Goal 4: Assess the

success and

sustainability of

Monday openings Outcome

If recommendation is to continue Monday
opening, determine how to finance this going
forward including whether to request funding
in town budget for FY 23

12
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Focus Area: Technology

Background
Technology is a necessary part of services in 21% century libraries. The Topsham Public Library
has made it a priority to keep pace with technological advances.

In 1998, the library had one public computer. By the time it moved to the Navy Annex, four
computers for public use were available, along with several more assigned to staff. During this
time, the library joined the Minerva consortium and upgraded the Integrated Library Service
(ILS) system, as well. In 2004, the library moved to its current location on Foreside Road and
purchased eight patron computers, the cost of which was underwritten by Lee Toyota of
Topsham. Since then, the library has financed technology through a combination of grant
awards, donations, and earmarks in the operating budget. By seeking several large grant awards
and assistance from the State of Maine, as well as increases in the technology and personnel lines
in the operating budget, the library was able to acquire high-speed Internet, ten patron
computers, three wireless pods providing WIFI connection throughout the building, and update
AV equipment in the Highlands Community Room. Technological support for patrons was
recently provided by the first full-time staff expert.

Present

Because of their exposure to technology in many areas of their lives, Topsham Public Library
user populations expect multiple levels of service, starting with basic online and
printing/copying, to reliable wireless access as well as access to online databases through the
state funded Digital Maine collection. Organizations hosting meetings and programs at the
library expect reliability in both audio and video equipment. Remote users rely on the expansion
of e-book and e-audio collections available through CloudLibrary. The most recent user survey
conducted by the library shows that 24.7% of respondents indicated digital materials such as e-
books and e-audiobooks rate as “extremely important.” Narrative responses from surveys further
support the need to continue to offer services focusing on technology. A few examples of
feedback include:

“Not having a computer at home, the computers at the library are invaluable!”

“Providing computer help services.”

“...to see digital collections increased.”

“Expanding selection of e-books and audio books and better digital technology for borrowing e-
books.”

Future

With this feedback, in combination with ongoing assessment of the Topsham Public Library’s
state of technology by staff, led to the determination that technology would be one of four focus
areas for the library’s Long Range Plan.

The goal of the Technology Focus-is:
e To keep up with changing technology and user expectations

13
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Broad action steps include creating a detailed inventory of existing technology, designing a
maintenance schedule of that technology, and creating a plan to invest in future technology.

Objective 1:

Ongoing inventory and
assessment of Topsham
Public Library’s current
technology and equipment
for the staff, patrons and
board

Technology:

Goal 1: To keep up with

changing technology and
user expectations

Objective 3:

Work with Topsham
Public Library’s
Development Committee
to fundraise specifically
for technology

14

Outcomes:

1. Help the board of trustees have better
understanding of the “shelf life” of
Topsham Public Library’s technology
2. ldentify short-term (current) and
long-term (future) needs

3. Create and fund a replacement
schedule

Objective 2:

Identify and prioritize
specific technology
improvements to better equip
Topsham Public Library to
serve the community

Outcomes: I

1. Annually identify areas of focus for targeted
technology equipment and solutions for review
by the board of trustees

2. Obtain and act upon a better understanding
of how technology is used by and is important
to each type of user

3. Identify improvements that will enhance the
user experience at Topsham Public Library

Outcomes:

1. Support the costs of technology upgrades by
identifying new funding sources that would
supplement current funding sources

2. Develop a Topsham Public Library Tech
Leaders and a Tech Mentors program to be
approved by the board of trustees
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Focus Area: Facilities

Background

The library has been located on Foreside Road in Topsham since its construction in 2004.

At the time it was planned and constructed, there was significant discussion about the need for a
modern library facility. The town of Topsham took out the first bonds ever utilized to fund 1.5
million dollars of the project while the library fundraised a million dollars. All in all, the town
residents use the library well and often, with nearly 225 people a day coming through the doors.

Present

The library is housed within 13,000 square feet. After 15 years, this space, and in some instances
its design, have become outdated. With an ever-expanding materials collection, the one hundred
and fifty seat Highlands Community Room that is in constant demand, and the needs for staff
and meeting, tutoring and studying spaces ever increasing, all spaces at the library are currently
stretched to their limit.

According to staff and user feedback, two areas that surface as needing immediate attention are
office space for growing staff, and spaces to serve children and teens. User surveys have also
provided helpful data. When users were asked “Where do you think the library should focus its
resources over the next five years?” recurring themes of programming and space surfaced,
reflected by several responses, below:

“Perhaps expanding the size of the teen area w/ teen study space.”

“Continue to expand its collections...more quiet spaces.”

“Continue expanding services...perhaps making teen space more teen enticing?”
“Fostering more community gatherings such as symposiums/lectures.”

Future

In order to begin addressing the immediate as well as projected long-term space needs, the
library retained a Maine-based architectural and design firm, Arcadia Designworks. A board sub-
committee and the director are working with the firm as they execute a needs assessment and
generate possible solutions to better utilize the facility as the user base grows and as
programming, services and resources also grow to meet their needs.

The goal of the Facilities Focus Area is:
e To provide patrons adequate space to meet their library needs, staff the space to
complete tasks and an environment for the community to feel welcome and expand their
horizons

Broad action steps to achieve this goal will include identifying and prioritizing space needs and
exploring possible related solutions.

15
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Outcomes:

1. Identify with staff and director current and potential space needs

Outcomes:

1. Identify with staff and director
ideas for possibilities

2. Work with a design firm

Objective 1: 2. Work with a design firm for space use by staff and director
Assess space T 3. Provide needs assessment and report to the facilities committee for
needs for staff discussion and evaluation
4. Provide ideas with a priority rating for the board of trustees for their
support
Objective 2:

Redesign the teen
space and add space
for a media area

Facilities:
Goal 1: To provide
patrons adequate space to
meet their library needs, Obijective 3:
staff the space to complete Review the
needs for the

tasks and an environment

. children’s area
for the community to feel and plan for any

welcome and expand their changes
horizons

Obijective 4:

Evaluate and prioritize
any issues that might
affect restructuring of the
facility

3. Prioritize needs and report to
committee for discussion and
evaluation

4. Develop ideas with the board of
trustees

Outcomes:
1. Identify area needs with
Children’s Librarian

= 2. Work with a design firm

for space reconfiguration

3. Prioritize needs and report
to committee for discussion
and evaluation

4. Develop ideas with the
board of trustees

Outcomes:

— 1. Evaluate options for

improvements

2. Discuss with the board
of trustees, selectmen and
community all the
ramifications of a
renovation project

Objective 5:

Provide cost estimates

for any changes to the Outcomes:

facility 1. Obtain board of trustee approval of specific plan changes

2. Ask for bids and present to board of trustees
3. Present and plan bids to select board and town manager for

endorsement
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