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The Library Initiative

The Aztec Library Advisory Board has invested many hours in studying the question of the need for an expanded or new library to provide services to a growing and diverse user population in Aztec and San Juan County.  The City Commission charged the Board with this responsibility early last year.  We of the Board have taken the matter seriously.  We have undertaken a comprehensive community survey, performed a detailed functional analysis of the role and requirements of a library in a city like Aztec, and sought and used design models approved by the State Library system as well as the architect for the City's Family Center. 

Note that all planning and development of the library is also constrained by the mandates of the State of New Mexico and the Aztec Library's own five year plan. Central to all planning for the library is the "Community Needs Assessment"; we refer general questions of library planning and policy to the latest edition of that document, dated June 30, 1998.  The Aztec Library Technology Plan is another important document guiding the entire planning process. 

We present the results of our efforts in this report.

Scope of Study
The powers of the Aztec Library Advisory Board (LAB) are limited to preparing information and making recommendations to the Aztec City Commission on all matters related to the City library.  Therefore, what follows is an accurate presentation of our findings, an analysis of the options open to the City regarding a new or expanded library, and a specific set of recommendations for providing first-class library services in Aztec over the next twenty years.

The basis for specific recommendations we make in this report is a comprehensive community survey conducted by the Library with the assistance of the Aztec Public Utility Department.  A questionnaire was inserted in each utility customer's regular billing for the month of October 1999.  Of the 2800 mailed, over 500 were returned.  This level of participation surprised us, and demonstrated that Aztec citizens do care about municipal issues and will respond if asked for their input.  We have analyzed the responses carefully for the implications on several questions related to library services and policies, but particularly for how our service populations feels about the Library's size, location, hours, and collections.  The detailed results of that analysis can be found below under "Survey Results".  

Furthermore, the LAB members have invested many hours studying how libraries are designed and sized in other communities.  We have found very good materials provided by the New Mexico State Library, which have helped us calculate future needs based on realistic numbers.  We have also used a form provided by the City's architect for the Family Center to derive the space, fixtures, and textures for each functional space we think should be incorporated in any expanded or new library--e.g. a children's room, computer center, offices, etc.  These tools have enabled the LAB to specify our needs in terms of--among other things-- required square footage space, lighting and electrical supplies, storage and furniture, as well as the relationship among these functional areas.

We cannot exceed our mandate, so we have not spent time deriving costs for the alternatives suggested, or trying to identify where the funding might be secured for realizing these plans.  We do discuss the community's feelings with respect to the library's location, size and priorities.  The LAB has arrived at a consensus that it is the responsibility of the City Commission to choose the future path of the library's development and how it will be funded.

Summary of Survey Results

"The Aztec Library Questionnaire" was developed by the Librarian with the assistance of the LAB for the purpose of gauging the attitudes and feelings of the Aztec general public toward the library and its services, presently and in the future.  A simple two-page form was developed asking ten primary questions with several multiple-choice sub-questions relating to them.  The public was asked to frankly rate the library in terms of its performance and services. (See sample attached.)  Of 2800 questionnaires mailed out in the October 1999 billing packages from the City Utility Department, over 500 have been returned as of February 1000.  The rate of return of almost twenty percent (20%) is way beyond what can be expected from this type of blind survey.

The first three questions addressed the role of the library in the life of the citizens polled.  To the question of whether the library is considered to be an essential service of the city--like fire and police protection, or street maintenance, over 77% responded YES.  To the question of whether the library is an essential part of the quality of life in the city, 94% responded YES.  To the question of whether the respondent uses the Aztec Public Library, over 76% responded YES. Clearly, this is an affirmation of the valuable role the library plays in the life of the City.

The next set of questions, asked the respondent to answer based on the third question: whether they use the library or not.  If they answered yes to Question 3, they were asked to rank the services they used most.  These numbers must be considered relative, since not all respondents who said they used library services detailed that use in this section, and many listed more than one service in this section.  The results from library users are summarized in the following table:

Table 1: Use of Library Services

Count:

Service used:

	17
	Literacy training

	218
	Pleasure reading

	40
	Paperback exchange

	34
	Special programs/lectures

	17
	Services to handicapped

	96
	Children's books

	56
	Inter-library loan

	150
	Reference

	61
	Photocopying

	50
	Children's programs

	55
	Newspapers/magazines

	45
	Other


If the respondent answered 'NO' the Question 3, indicating they did not use the library at all, we asked to list the reason or reasons why they did not.  Again, the counts must be considered relative, as above. The results are summarized in Table 2:

Table 2: Reasons for not using the Library

Count:

Reason:

	35
	Use another library (e.g., SJ College)

	25
	Inadequate materials

	23
	Inconvenient hours

	8
	Library lacks service I need

	15
	Cannot get there (homebound, etc.)

	21
	Other


Then, if they answered yes to Question 3, we asked how often the respondent uses the library.  The answers are summarized in Table 3:

Table 3: Frequency of Library usage

Count:

Frequency:

	58
	Once a week

	91
	Twice a week

	104
	Once a month

	67
	Twice a year

	24
	Once a year


Then the survey turned to questions related to how library services could be expanded or improved, whether we need a new or expanded library, and where a library should be located. Regarding new or improved services, the responses are summarized in Table 4:

Table 4: New and improved services

Count:

Service:

	152
	Reference materials

	58
	Business services directory

	39
	Spanish language books

	85
	Specialized collections

	89
	Services for children, preschool

	98
	Services for children, school aged

	106
	Services for children, young adults

	82
	Meeting rooms

	19
	Special services, e.g. translators

	84
	Community services directory

	40
	Other 


We should note that one new service has been added since the survey, which was not listed there: basic computer training.  The response to that program has been far beyond our expectations, and it has created a problem for staff and volunteers to keep up with the demand. in six weeks, we have served put through 72 users through the training--mostly senior citizens. We are limited to six per class because we have only six workstations available, but we could fill twice that many if we had them.  People are reserving class space weeks ahead of time.  This illustrates how limited surveying can be for predicting real demand for services at the library.

Finally, the questionnaire zeroed in on the feeling of the community regarding expanding the library or building a new library.  To the question if Aztec needs a new library, 77% responded YES.  Interestingly, the number of respondents who did not think we need a new library was less than those who said they did not use the library we have!  Does that mean they would use it if it were enlarged or a new library built?

Then we asked for their preference regarding where a new library should be located.  The results are summarized in Table 5:

Table 5: Where to locate a new library

Count:

Location

	39
	Family Center

	34
	Old County Courthouse

	51
	City Complex (present location)

	20
	Other (unspecified)

	95
	No preference


The "no preferences" seem to win handily on this one.  Only 2 of 3 respondents answered this question, so there is apparently an implicit 'sixth' choice that might be interpreted "Don't care".  But even if those not responding were assumed to distribute their answers on the same curve as those who responded, the 'No preference' answer would win by a large shot.  A third interpretation is possible: the 1 in 3 who did not answer this question are the coincidental with those who do not use the library anyway.  We might have cleared up the confusion had we specified how they answered Question 3, but we did not. 

If we look at the distribution of answers to the first three choices, we are surprised to find more users like the present location than any other particular alternative.  The Family Center location seems to have more support than the Old County Courthouse, but the difference is almost insignificant.  Our conclusion is that location is not the hotly dividing question regarding a new library which some people have thought it to be, and we may proceed to consider other factor--costs, financing options, expandability, flexibility--as important as location in our further deliberations about expanding or building a new library. 

Fees for Services

Perhaps the greatest surprise to us of all the results from the survey was this: 64% of all respondents said the support a reasonable user fee to keep existing or to add additional services!  We hardly know what to make of that, but it is something that should be considered in all future programming and planning.

Space Requirements for the Library

The LAB used two tools for defining the facility and space requirements for a library that could serve the Aztec community for the next twenty years.  First, the city architect supplied a questionnaire/form designed to anticipate the needs of each component of a fully functional library, which helped us organize our thoughts and develop our ideas for each major function of the library.  At the start, we listed the functions that would require separate unique space and fixtures to complete the project.  We came up with the following:

1.
Stacks, or book collections

2. 
Reference and research 

3. 
Magazines and periodicals

4.
Children's books and programs

5.
Computer workstations and associated equipment

6.
Meeting room with multimedia capabilities

7.
Offices and staff areas

8.
Non-assignable spaces, e.g. bathrooms, closets

9.
Active area

10.
Quiet reading room

11. 
Storage rooms, etc.

Then we assigned each function to a board member so that everyone had about the same workload.  The person was responsible for completing the form (see specimen attached) to calculate the floor space demanded by that function and associated fixtures, such as lighting, soft surfaces, electrical requirements, etc.  From there we could derive a detailed set of design specifications for the architect or engineer responsible for the project.  The functional analysis took quite a bit of time, but we feel the effort assures us we have anticipated most of the requirements for the interior of a building
 adequate for the library's purposes for the next twenty years.  Those forms a ready to submit to the architect or engineer when needed.

The second guide we employed to arrive at the calculation for total space required in a new or expanded library was supplied by the New Mexico State Library, called " Public Library Space Needs: A Planning Outline".  This was very helpful in guiding through making reliable calculations based on simple industry-standard factors, such as how many book will fit on one foot of shelf.  

The key number for all calculations used in this form is the 'service population".  This number must be quite reliable, or the results can become very skewed.  For the purposes of our calculations, we decided to use the "service population" of the Aztec Public School District as a guide for two reasons.  We have discovered in our own community needs assessment that our service area and population exactly coincides with the geography and demographics of the Aztec Public School District.  We serve the same ratio of city-to-county residents as the school district, and our population census for the past ten years has reflected the school's census.  It would be a mistake to suppose, for instance, that our service population is just the population of the City, for in a city of less than 6000, we have issued more than 8000 library cards.  The school district now serves a population of 12000, and they project their service population will grow twenty-five percent in the next twenty years, to 15000.  We have used the same numbers as our beginning for the calculations made in the following arguments.
 So our design population for a twenty year plan is 15000. From that number it is a straight-forward matter to make the calculations that produce a reliable space requirements for a new or expanded library.  Since the Outline is several pages long with examples, I will try to summarize the steps in the process here.

1.  Collection space comprises all books, recording, and periodicals on display or in storage.  Using the factors supplied by the Outline, our total space needed for collections will reach 5600 sq. ft. within twenty years.  Note that our current space available for collections is now less than 3000 sq. ft., whereas it should be about 4500.

2.   User seating space includes all chairs and tables, but not computer workstations available to the public whenever the library is open.  For our design population, that number should be based on a capacity of 75 users at any given time, or 2250 sq. ft.  We now have less than 400 sq. ft. of such space.

3.  Staff workspace for a adequate staff of eight people will require 1200 sq. ft. by the factors used in the Outline.  We now have about 240 sq. ft. available for staff in the offices at the library.

4.   Meeting room space divides into conference/quiet area space for twenty users and space for children's programs for up to twenty children.  The meeting room should be 500 sq. ft.; the children's area, 200 sq. ft.  We have adequate children's space, but it is not separated adequately from the other active spaces.  We have no quiet room at all, nor any separate meeting room.

5.   Special Use Space adds up all the above and increases it by 10 percent to accommodate for waste and under-projected growth, a standard planning practice for public spaces.  Our total should be 10,725 sq. ft. in twenty years.  It should be 80 percent of that today, or 8580 sq. ft., whereas we are currently working with less than 5000 sq. ft. In other words the library is just half the size it needs to be today!

6.   Non-assignable space includes bathrooms, closets, storage areas, utility rooms, heating and air-conditioning units, etc.  That is calculated as another 25 percent of requirement, or in this case, another 2680 sq. ft.

7.  For a grand total space requirement in an expanded or new library adequate for the needs of the Aztec service population in twenty years of 13,400 sq. ft.  And our present requirement should be 10,720 sq. ft., whereas we are living with less than half of that!

Summary & Conclusions

The proper conclusions from all of this are rather clear.  The Aztec populous supports a library, feels it is an important function of the City, and uses it beyond what is normal for a city of this size.  They surveyed population thinks we are doing a good job with very little resources, but they would avail themselves of more and better programs if they were available.  The library we have is woefully undersized, understaffed, and overworked, but it is doing an award-winning job, even so.  The library benefits the city in many intangible ways, such as goodwill and a perception of quality of service.  The cost-benefit analysis would show an asset for the City that is worth much more than it costs in the annual budget.  The library is a potential source of additional funding and revenue, if the City takes advantage of that.  Libraries are growing, not shrinking, all over the country and they are becoming the model for what a municipality should provide for its citizens: quality, low-cost service that cannot be provide by larger government entities efficiently, nor by private, for-profit corporations.

Recommendations

The Aztec Library Advisory Board wishes to be very careful in any recommendations we may derived from this study.  We certainly recommend the City adopt a policy of expanding the library's services and staff and facilities to bring it into line with State and National standards for community libraries.  We certainly recommend that the City Commission adopt as activist role in achieving that goal, whether it be defined as achievable now or in five years from now.  We certainly recommend that the City staff adopt an attitude that the library is an important and essential service to the people of Aztec and surrounding areas, and support in word and deed the Library's value and positive impact on the community.  We certainly feel this study demonstrates the overall approval of the library's programs and services.  And we feel the time is now to capitalize on the positive perception of the library and build on that goodwill.

The choices remain those we have had for a year now.  Expand the library in its present location, perhaps phase by phase.  Build a new building as part of the Aztec Family Center Complex. Or renovate the Old County Courthouse building and dedicate up to 13,500 sq. ft. of that space to the Library.  But before any of those choices are taken, it is important to realize we are not just putting up a shell of a building with some special fixtures.  We are building the house for an expanded set of library services, which will demand a larger staff and a larger operating budget.  If we are unwilling to commit to that larger program over the design period of twenty years, then we should look at ourselves and ask the critical question:  Does Aztec want to provide quality library and information services to its citizens, or should we just stop talking about it and cut the _____ and the bait.

The choices are not easy, and they must be made by the elected and paid members of the City Commission and City Staff.  The price tag for a brand new library adequate for the next twenty years could be $2.1 M. At a time when future city revenues cannot be calculated, that amount is enormous.  At the same time, it is possible for the City to raise that revenue by one of several means--new bonds, special taxing district, cooperative revenue sharing with the school district or the college, and others.  Finding the funds is not the province of the Library Advisory Board.  Though we do fundraising on a small level with the Friends of the Aztec Public Library, the most we can help with will be providing some fixtures for new spaces.  It is now up to the City to examine its soul and decide if it can believe in itself enough to take on a critical, valuable project like renewing the City Library.
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