MEMORANDUM

Date: April 14, 2015

To:  The Honorable Chair and Members From: C.H. Huckelberry
Pima County Board of Supervisors County AdminiW
Re: Proposed Closure of Libraries

The County budget, in my view, is a unified element. | do not view functions, departments
or agencies funded by various components of the tax base as independent. The County
property taxpayer pays a unified property tax bill; hence, the need to critically evaluate
services and programs of all County departments and agencies, including those funded
through the secondary property tax.

An area that requires this scrutiny is our library system. | have highlighted in the past that,
after the merger of this system from the City of Tucson, the secondary property tax rate
was increased and a fund balance for contingency purposes was developed. The fund
balance was significantly in excess of standard due to the uncertainty of costs that could be
incurred during consolidation.

We have since lowered the secondary property tax below a sustainable level: meaning the
secondary property tax does not generate sufficient revenue to offset annual operating costs.
This has caused the fund balance to decline, and it is now at or below an acceptable level.
Hence, we will be required to bring the Library District’s secondary property tax levies in
balance with expenditures.

We have chosen to do this over a two-year cycle. Last yéar, the rate was increased by
$0.06 per $100 of assessed value. | will recommend another $0.06 increase; however, this
is not sufficient to bring the budget to a sustainable level. For this reason, | have asked our
Library Director to examine the system as it now exists and recommend changes or
modifications that would, after a $0.06 property tax increase, balance revenues with
expenditures.

| have also asked the Director to consider the most optimal designs and service delivery
models for our library system. It has been recommended, and | agree, that expenses should
be reduced through a reduction in library services. This reduction is being done strategically
to maximize services, eliminate inefficient libraries, and ensure library services are delivered
adequately throughout the County.
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Attached is an April 7, 2015 memorandum from the Library Director for your review. It is
proposed that eliminating the structural deficit post $0.06 tax increase by closing eight
libraries on Sundays effective May 1, 2015. With this action, a majority of the libraries will
remain open on Sunday, but those with the least amount of Sunday use would be closed.
This will save approximately $171,000 annually.

In addition, it is recommended four libraries be permanently closed: Dewhirst-Catalina,
Dusenberry-River, Geasa-Marana and Santa Rosa. The closing of these libraries will save
$1,5660,000. These libraries are the smallest, least used libraries and provide duplicate
services to larger regional libraries. The Santa Rosa library began as a computer lab and
likely should be returned to this function only.

These actions are appropriate and will position the library system to continue to provide
regional library services in the most cost effective manner and will eliminate small,

ineffective, duplicative libraries.

The library system, in Fiscal Year 2015/16, will be returned to a structurally balanced budget
with an adequate future fund balance.

CHH/anc

Attachment

c: Tom Burke, Deputy County Administrator for Administration
Robert Johnson, Budget Manager, Finance and Risk Management
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Date: April 7, 2015

To: C.H. Huckelberry, County Administrator

From: Melinda Cervantes, Library Director

Re: Proposed FY2015/16 Library District Budget

In a year of unprecedented state cuts to revenue, slow economic recovery and less than projected assessed
property valuation, the Library District is faced with difficult decisions that will have a lasting impact on library
services, programs and collections. After carefully reviewing all options, | am presenting the following proposed
budget for FY2015/16 for your consideration.

Included in the proposed budget are reductions in personnel, closing 4 libraries, closing Sundays at 8 libraries,
eliminating Library specific CIP projects and a request for a $.06 increase in the Library District tax rate.

Requested operating department expenditures, revenues and operating transfers

FY 2015/16 .06 Increase

Proposed Budget Tax Rate*
Operating Expenditures 39,596,950 39,596,950
Operating Revenues 34,630,089 39,031,311
Operating Transfers Out 91,797 91,797
Structural Deficit (5,058,658) (657,436)
Ending Fund Balance 3,778,588 3,121,152

*The .06 fax rate increase does not account for the .01 additional tax rate needed for each library that may be constructed with the passage
of the proposed 2015 bond measure.

**Remode! of Miller-Golf Links Library cancelation savings of $145,000

Closing Sundays

Sunday hours are currently available at 18 libraries in the District. In 2006, Pima County began operation of the
Library District and 18 of the 27 libraries were opened on Sundays using substitute librarians, not permanent
staff. Closing Sundays at 8 libraries effective May 1, 2015 is included in the proposed budget.

Estimated savings = $171,000.

Closed Sunday: Open Sunday;
Dusenberry-River Eckstrom-Columbus
Flowing Wells Joel D. Valdez Main Library
Himmel Par Joyner-Green Valley
Martha Cooper Kirk-Bear Canyon
Mission Miller-Golf Links
Quincie-Douglas Murphy-Wilmot
Sam Lena-South Tucson Nanini
Wheeler Taft Abbett, Sr. Oro Valley

Valencia

Woods Memorial



Closing Libraries
There is never a good time to close a library that has become a neighborhood or community resource.

Alternatives to closing libraries were carefully examined using the most recent data, surveys and studies
available. Based upon a library’s usage, proximity to other libraries, level of activity, age/ownership of facility and
density of community it is my recommendation to close Dewhirst-Catalina, Geasa-Marana, Dusenberry-River
and Santa Rosa libraries.

Estimated savings = $1,560,000

* Dewhirst-Catalina Library (District 1) is located within 7 miles of the Oro Valley Library, occupies an
undersized leased retail space and well over 50% of the users live outside of Pima County. It is
recommended that the Bookmobile stop at a more central Catalina community location.

* Dusenberry-River Library (District 1) is located within 4 miles Murphy-Wilmot and Woods Memorial
Libraries, occupies a retail condominium space owned by the County that could be sold to recover the
investment.

* Geasa-Marana Library (District 3) is estimated to need $700,000 worth of improvements to meet
industry standards, is underutilized due to poor siting and occupies a former Sheriff's substation owned
by the County. Nearby libraries include Wheeler Taft Abbett Sr. and Nanini. It is recommended that a
Bookmobile stop at a more northern Marana community location.

* Santa Rosa Library (District 2) is located within 1-2 miles of the Joel D. Valdez Main Library and Sam
Lena-South Tucson Library on the Drachman Elementary School, is located in a building poorly
designed for library collections and programs. It is recommended that the Bookmobile stop at this
location to support school age children.

Personnel
As a direct result of the recommendation to close 4 libraries and reduce Sunday operations,16.5 FTE permanent

and 6.75 FTE intermittent vacant and filled positions will be eliminated. The Library District currently has vacant
positions at 23 other library locations where displaced employees can be reassigned. If there are further cuts to

the budget, it may be necessary to lay off employees.
(Estimated savings included above in the closing libraries estimate)

Summary
The requested Library District property tax rate for Fiscal Year 2015/16 is $0.49 per $100 of assessed value

which is an increase in revenue of $4,401,222 over the Fiscal Year 2014/15 rate of $0.43. This .06 increase in
the tax rate is projected to provide $39,031,311 in revenues that will be supplemented in part by a projected
$1,143,587 from fines, interest, grants and miscellaneous revenue. The structural deficit created by the
decision to lower the Library District Tax Rate in FY2008/09 would be corrected in Fiscal Year 2015/16.

The Library District recommended budget is $39,596,950. This will reduce the ending fund balance from a
projected ending fund balance of $3,778,588 at the end of Fiscal Year 2014/2015 to a projected $3,121,152
ending fund balance at the end of Fiscal Year 2015/2016.

For FY 2015/16 the requested Library District operating budget of $39.6M includes a tax rate of $0.49 that is an
increase of .06, to meet the expenses of the proposed budget. This increase does not account for .01 additional
tax rate needed for each library that may be constructed with the passage of the proposed 2015 bond election.
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