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Don’t look a gift horse in the 
mouth? Maybe you should. 

Ideas to Cut the Budget 
or Trim Spending 
 
Ask board members to pick 
up their board packets instead 
of mailing them. Or, use e-mail 
to send them financial reports 
and the agenda. 
Consider purchasing DVDs 
from Amazon.com. You will be 
hard-pressed to find them less 
expensive anywhere else, 
plus, shipping is usually free! 
Consider reducing the num-
ber of magazine and newspa-
per subscriptions. 
E-mail overdue notices 
whenever possible. 
Post a “wish list” for the 
public for toilet paper, com-
puter paper, office supplies, 
etc. Another “wish list” for best 
sellers, DVDs, magazine sub-
scriptions might bring results. 
Set library thermostats  on 
68 in the winter and 72 in the 
summer. Weatherize windows 
and door frames. 
Discontinue your mailed 
newsletter and put the news-
letter online, or e-mail news.  If 
you must have a printed news-
letter, consider selling adver-
tising space to help defray 
printing costs. 
Turn off lights each time you 
leave a non-public area. Turn 
off computers/monitors at 
night. 
Instead of paying for lawn 
service, ask scout troops to 
rotate mowing for service pro-
jects.  

W hat exactly does ñdonôt look a gift horse in the mouthò mean? Well, theoretically it means when given a present, be grateful for your 

good fortune and donôt look for more by examining it to assess its value. A 

gift horse might be a blessing, but in reality, maybe you should look in his 

mouth ð look at his teeth ð you might find he is an old nag on his last 

legé not such a great gift after all. Certain gifts to the library can be a dou-

ble-edged swordé like when a monetary gift to the library comes with 

strings attached. Not looking this gift horse in the mouth can come back to 

bite you in your backside.  

 

Does a library graciously accept the gift and bow to the demands of the do-

nor? How can you turn a gift down when your library is faced with tremen-

dous budget challenges? What does a rural library do when a patron wants to 

donate a large amount of money, but specifies exactly how they want the 

money to be spent?  

 

Usually, requests of donors fall along the lines of materials or services: 

 

4 ñUse this to buy books and movies.ò 

4 ñUse this to purchase a copy machine.ò  

4 ñUse this to buy a puppet stage and puppets.ò 

 

But, when the donation is targeted to wages or salaries or hours, the details 

are a bit more sticky. Does the donation include retirement costs? Insurance 

costs? And what happens when a library is faced with a donor who wants 

hours extendedé do they all of a sudden have the authority to demand 

which hours? What about staffing issues? How will you pay the staff to 

work those extended hours? 



2009 Rural Conference! 

Association for Rural & Small Libraries  
(ARSL)  

Gatlinburg, Tennessee 

September 11, 12, 13, 2009 

ITôS NOT TOO early to plan for this popular national 
conference devoted entirely to rural libraries. Keep in 

the loop by visiting:  http://www.bcr.org/ARSL/index.html  
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Budget Now! 
2010 Public Library Association Conference 
March 2010  Portland, Oregon 

Put it on your calendar now. Start squirreling away funds in 
a CE travel account. Consider the cost of flight/train/car, ho-
tel, meals, registration and misc. expenditures. Keep in-
formed at www.pla.org.  

UPCOMING 

EVENTS 



David Miller 

Former Board President 

State Library of Ohio 
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David Miller has been named to the National Advocacy Honor Roll of the Ameri-
can Library Association and the Association for Library Trustees and Advocates. 
He is past president of the State Library of Ohio Board, the Ohio Library Trustees 
Association and the Wood County District Public Library Board. Miller is editor of 
the Sentinel-Tribune newspaper in Bowling Green, Ohio.  Comments on columns 

or suggestions for future columns may be sent to him at: dcmille@verizon.net 
or by calling (419) 352-4611. 
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Focus on Trustees 

Focus on Trustees, continued on page five 

T rustees of any library board facing a decision on making major 

budget cuts should take the time to read about one Ohio libraryôs 

experience. By reading the stories in the Newark (Ohio) Advocate and 

the online posts reacting to the stories, each trustee hopefully will learn 

something that applies to their libraryôs situation. The initial story was 

published on Nov. 8, 2008 (www.newarkadvocate.com/article/20081108/NEWS01/811080349/1002/

NEWS17). 

 

Without knowing more about all of the factors facing the trustees of the Licking County Library in Newark, 

I can not say whether I would have made the same cuts or not. But I do know that many of Ohioôs approxi-

mately 250 public library districts are struggling with the first flat state funding for several years and now 

cuts in state funding. Once viewed as the land of plenty in terms of state per capita funding, Ohio is now 

experiencing what public libraries in many other states have lived with for years. The only problem is that 

Ohioôs libraries, much like the U.S. auto industry, are having trouble quickly retooling to the new sets of 

state funding parameters. Library trustees are looking for new ways to make the libraries operate more effi-

ciently, and they are trying to better assess what services the patrons really use and appreciate, and where 

cuts can have the least amount of impact on patrons. 

 

Before deciding on major budget cuts, including closing branches, laying off employees or cutting hours, 

library boards should go out of their ways to seek input from patrons and employees of the library. Trustees 

and directors do not have all the answers and should be open to any and all ideas on how to steer the library 

through the current turbulent budgetary waters. 

 

They should consider holding several public forums at different times of the day or evening, on different 

days of the week, to make it as easy as possible to get input from patrons. The libraries do their best to pub-

licize the meetings so they hopefully can get good attendance. Start the forums by explaining the financial 

realities facing the board. Have handouts with the history of the libraryôs past budgets, highlighting any cuts 

that have been made previously. The handouts should summarize the pros and cons of any options the 

board is considering. And then open the floor for new ideas from the patrons. 

 

The same process should be done with employees. Have more than one opportunity, at different times, to 

make sure any employee has the opportunity to attend and offer his or her ideas. Such meetings are not al-

ways pleasant experiences for trustees, but neither is the hard-to-defend-against criticism of ñyou never 

asked us for our opinions on how to cut the budgetò or ñwhy did you make these cuts in secret meetings?ò 

Cutting the Budget?  
Solicit ideas from the staff and public 
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Taking off the 

Gloves  
Branch bickering and 

how to soften the blows 

Library systems are like a family. You 

have an authority figure (the main li-

brary) and you have children (the 

branches).  The same dynamics that 

make up a family (sibling rivalry, 

etc.) also can be seen in libraries with 

branches. 

 

What happens when branches start 

bickering amongst themselves? Or, 

what happens when a branch goes 

ñrogueò? And what about competi-

tion? 

 

Consider the following: 

EA branch is remodeled and is the 

nicest branch in the system. It has 

a fireplace, lots of room and tre-

mendous community support. The 

other branches are a bit put off 

that this branch seems to get all 

the attention. 

EThe bookmobile staff is notorious 

for ñborrowingò books from the 

branches and the main library. 

This is making some of the 

branches territorial and possessive 

of ñtheirò books. 

EThe oldest branch in the system is 

also the busiest. The staff work 

like Trojans providing the best 

possible services with sometimes 

meager budgets. They are very 

creative and know the needs of 

their users. The branch staff pro-

vide updated statistics to manage-

ment on how busier they are than 

the other branches.  

EA branch is the quiet, middle child. This branch does not 

make much noise, and does not request much. They are the 

second busiest branch and are content to just do things the 

same way, day in and day out. There is not a lot of innova-

tion and creativity coming from their area. But, there is 

really nothing to fault them for, either.  

 

Strategies & solutions from the field: 

EOne library director happened to be carrying a yard stick 

when branch staff started arguing about other branches 

ñstealingò their materials. She slapped the stick down on 

the table ð it made a much louder noise than she expected 

ð and stated, ñthis was a library system and that all library 

materials belonged to the system not a particular branch. 

The library materials are "assigned" to that branch not 

"owned" by that branch.ò (She continues to carry the stick.) 

EPut procedures in place that will enable any one staff mem-

ber to walk into another branch and be able to work that 

branch without having to know all of the little quirks that 

one branch has.  One director has written staff members up 

for having their own little quirks. (The ability to work as a 

member of a team in the job description gets them on this 

one.) If they have already received a verbal request or 

warning, insubordination and unwillingness to follow direc-

tions is added in the written documentation.   

EEncourage branch staff to compare what their branch is do-

ing as compared to the same time last year ð is the usage, 

circ, etc. up or down ð as opposed to what another branch 

is doing? Population numbers are different for different 

parts of the county, the people who live there may or may 

not have different socio-economic demographics, etc.  

EUse email frequently to keep everybody up to date on 

what's happening.  All staff should receive e-mail at least 

once a week with updates on what's going on at headquar-

ters and all branches.  

EOne director has been known to tell branch staff to ñget a 

life and grow up!ò  Strategies involve having people from 

every branch ñknowò each other and the other branches by 

sending staff from Branch A to cover at B or C if necessary.  

That way, staff can see the grass on the other side of the 

fence.  Keep stressing it is not ñX-numberò of libraries, but 

ONE library that happens to have multiple sites. 

Continued on next page 
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Focus on Trustees,  

continued from page two 

Branch Bickering , continued 

Trustees need to evaluate how their 

communities feel about what ser-

vices they want online and in print. 

The key is understanding the com-

munityôs needs, and not simply ap-

plying approaches used by libraries 

in other communities, that may or 

may not have the same appreciation 

of the move to virtual libraries. 

 

And libraries need to go out into 

their communities to judge the pub-

licôs pulse on these matters, and not 

just rely on input from regular pa-

trons coming into the library. 

                 

It requires a lot of effort on the part 

of boards and directors to go above 

and beyond what was done in previ-

ous years in terms of soliciting input 

from the public and employees. But 

the effort will pay dividends in guid-

ing the board toward making the 

wisest decisions now to help lay the 

groundwork for the library of the 

future. ð DCM 

EOne director shared the following: I have two branches 

and I treat them equitably.  They may not get the same 

thing, but I ñdoò for both.  They even get roughly the 

same amount of my time and presence! I do like I would if 

I had several children. I explain why I'm doing XYZ for 

branch A, but I have plans to do ABC at branch B. I never 

do a huge amount just for one. Also at our yearly planning 

meeting, we plan the activities for both branches together. 

They get a copy of the budget. They both keep a wish list 

of things they would like and when I have extra money, I 

try to fulfill it. 

EAnother director suggested to do ñcross trainingò between 

branches.  Swap employees for a day or two.  They will 

probably find that the grass really isnôt greener on the 

other side. 

EIf and when a branch goes ñrogueò ð (as defined by the 

Encarta Online Dictionary, can mean acting independently 

and using unorthodox methods that are unpredictable and 

are likely to cause trouble) ð it is time to rein them in. 

Meet with the branch staff and review the mission of the 

library system. Review procedures and policies. Explain 

that this review will be placed in their personnel file. To 

add another wrench in the mix, while their methods may 

not be orthodox, they may still be achieving results, which 

will place the director in another precarious situation. Pro-

vide opportunities for input in modifying policies and pro-

cures that can be implemented system-wide (with board 

approval). Point out that while you appreciate independent 

thinking and creative ideas, it is imperative that, until such 

is changed, all staff follow proscribed policies and proce-

dures. 

 

Bottom line is, that although each branch is a member of the 

same library system, they may also have unique personalities, 

collections and user needs. Providing branch staff enough 

rope to be creative and unique without hanging themselves in 

the process, will result in strong branches and a stronger sys-

tem overall. ð SP 

 
[Special thanks to: Jenifer Trimble, Burlington, Kansas; Doris 

Lively, Colfax, Louisiana; Jacque Gage, Lamar, Missouri; Glenda 
Pate, Cedar County, Missouri; Ramona L. Grimsley, Moncks Cor-

ner, South Carolina; and the collective wisdom of librarians on the 

PUBLIB discussion list.] 

Create your own 

survey!  

 

Check out these sites:  

 

www.surveymonkey.com  

www.polldaddy.com  

www.zoomerang.com  

www.questionpro.com  
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The Way-Back 

Machine 
With apologies to  

Mr. Peabody & Sherman 

What issues were rural libraries facing in the 

early 1980s? Here is a glimpse from some re-

cently acquired early issues of the Rural Li-

brary Service Newsletter. 

 

From the September 1981 issue: 
 

It was reported (from the June 8, 1981 Wash-

ington Newsletter) That legislation had been 

reintroduced in congress to assist counties in 

providing public library services in small com-

munities. The bill, HR 3727 would authorize 

funds necessary to construct public libraries in 

small communities. Stating that large libraries 

in metropolitan areas have tended to obtain the 

bulk of federal assistance available to libraries, 

resulting in an imbalance in the federal library 

assistance program which must be redressed in 

the interest of equity and fair play.  Representa-

tive Leon Panetta stated that most federal assis-

tance was available through State Library agen-

cies and funded comprehensive state service 

plans, usually strengthening statewide library 

networks. Smaller communities did not always 

fit into the elaborate schemes and ended up 

without assistance.  

 

The National Agriculture Chemicals Associa-

tion (NACA) offered over sixty 16mm films 

pertaining to agriculture and listed according to 

age and grade level, available for loan. 

 

From the May 1982 issue: 
 

An exhibit at the World Future Societyôs 

Fourth General Assembly was the model of a 

future public library. Sponsored by the Na-

tional Commission on Libraries and Informa-

tion Science (NCLIS) the model rural library 

brought together the equipment and appropriate da-

tabases to illustrate what rural information centers 

of the future might be like. 

 

It was announced that ñwhile it is quite clear that 

computer and telecommunication technologies 

make it feasible to share local resources and bring 

already developed national information and educa-

tional resources to rural areas, it is imperative to 

know what kinds of information are wanted or 

needed.ò 

 

From the September/October 1982 issue: 
 

A study published by the Federal Reserve Bank of 

Philadelphia stated that rural areas had outstripped 

the cities and their suburban population and job 

growth for the first time in more than 150 years. 

The ñboom in the boondocksò is said to have been 

fueled by the construction of the interstate highway 

system, improvements in communications and com-

puter technology and a decreased reliance on the 

goods and services traditionally available in big cit-

ies. Growth in the decade of the 1970s in metro ar-

eas was at a rate of less than 1 percent. In rural ar-

eas the growth rate was more than 1.5 percent.  

 

Job areas showing growth in rural areas during the 

surveyed period included agriculture, forestry and 

fishery; construction; manufacturing; transporta-

tion, communications and other public utilities; 

wholesale trade; retail trade; fire-related employ-

ment; business services, personal services, profes-

sional occupations and public administration. 

 

From the May 1983 issue: 
 

A rural public library recently installed a telephone. 

ñThere is no glamour associated with being tele-

phone-less and attempting to be a community infor-

mation center.ò ð Bernard Vavrek, Center for the 

Study of Rural Librarianship, Clarion University. 

 

Instead of bookmobiles, Alaskanôs fly materials to 

distant users. Considering the size of the state, the 

population, the terrain, weather, etc., the effective-

ness of a highway system is limited. Flying is more 

practical. ð Nancy Ferrell 
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Ask Gayle 
ñAsk Gayleò is a periodic column written by S. Gayle Hazelbaker, Director of the 
Tecumseh District Library (MI). Gayle has extensive experience in addressing man-
agement issues in the small public library. E-mail your queries confidentially to: 
sghazelbaker@tecumseh.lib.mi.us. 

Gayle 
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Dear Gayle, 

I have worked as a director for over 15 years. All of a sudden, my 

board is sending evaluations out to my staff asking about their re-

lationship with me. I am perplexed. Should I be concerned? 

Please advise. Signed, 

Worried in Wisconsin 

 

Dear Worried, 

 

By your letter, I gather that you had no idea that the Board would 

be sending these evaluations to your staff.  It does seem perplex-

ing for your Board to do this without any warning to you.  After 15 

years on the job, I wouldnôt be worried, Iôd be interested.  Iôd be 

interested in knowing why this was happening, why I didnôt know 

about it and what purpose these evaluations would be serving. 

 

Evaluations are a constant topic for discussion.  People tout their 

benefits and their failures.  Because evaluations can be difficult, 

forms are made, revised, and remade ceaselessly.  There are 

those administrators who do them and those who donôt.  It is fair 

to say, evaluations bring out the craziness in everyone. 

 

Boards are charged with the evaluation of the Library Director.  As 

with everyone else, it makes them a little nuts.  There was a time 

when having the staff evaluate their boss was in vogue, so per-

haps your Board is retro-ing back to those days. Do you have 

some new folks on the Board? Any complaints from or struggles 

with the staff this past year? Perhaps the Trustees plan to use the 

data gleaned from this exercise to help them assess your people 

management skills.  I really donôt know.  But you can find out. I 

would go straight to the source, i.e., the Board President.  Ask him 

or her all of your questions.  If through your conversation, you dis-

cover that the evaluations done by the staff will be the basis of 

Boardôs evaluation, then Iôd be concerned.  

Staff input can be valuable when 

it comes to evaluating your man-

agement style, but must be 

taken with a grain of salt.  One 

must remember the staff is 

made up of humans and we find 

it hard to be totally objective; 

some staff have an axe to grind, 

others may paint an overly posi-

tive picture.  Determining if 

measurable goals set the previ-

ous year have been met is really 

the best way to appraise some-

oneôs job performance.  In the 

case of the Library Director, that 

is the job of the Library Board. 

 

Good luck, 

Consider these key areas 

when evaluation library 

management: 
 

Job Skills and Knowledge 

Responsibility 

Customer Service 

Problem Solving 

Organization 

Leadership Qualities 

Initiative 

Budgetary Controls 

Disciplinary Measures 

Attendance and Punctuality 

Interaction with Others 

Organizational Development 

Safety and Health 

Management Skills 

Visioning and Goal Setting 
 

[Adapted from the Municipal and Research 
Services Center of Washington. Seattle 
Washington] 
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The Cracker Barrel 
continued from page one 

When a levy fails to pass, it is challenging to pass the message on to the general 

public about the ongoing financial needs while at the same time, providing basic 

services. It would make more sense to cut the budget ð and services ð to illustrate the financial need. 

But, when you suddenly extend hours or services because of a donation, what type of message does that 

send? And, if you turn the gift down ð for whatever reason ð how do you explain that to the voters? 

 

In this current national climate of ñbail outsò, will patrons continue to defeat levies, assuming that some-

one with deep pockets will ñbailò the library out? At some point citizens must take responsibility for 

their communities and the services therein. Whether it be the infrastructure of water pipes and street 

lights, or education like schools and libraries, citizens must pay their share. We hear at our small town 

gatherings that big government is too much government. We hear ñleave us alone, do not tell us how to 

run our community.ò But then when it comes to supporting and paying for the expense of running that 

community, those same citizens prefer to have the government or someone else bail them out. We can-

not have it both ways. 

 

So while we are grateful for any donation we get, we realize we are treading on new ground. It is one 

thing to have a benefactor provide money for books, databases and other materials. It is quite another 

when that benefactorôs demands impact or change board-approved operations, policies and procedures. 

We need to be very careful and walk that fine line between accepting the generosity of our patrons while 

still remaining independent and governed by our boards ð without outside pressure or conflict. 

 

As we pass from 2008 to 2009, rural libraries will be faced with many challenges. Choices will have to 

be made as budgets are strained. All we can do is make the best decision based on our knowledge and 

expertise of user patterns, current and anticipated needs. Meanwhile, ask advice. Ask from your state 

library association, your national library association, your rural library association. Ask your colleagues. 

Find out how others are coping.  Libraries will not cease to exist. On the contrary, I anticipate rural li-

braries to continue to burst at the seams from continued and growing demands of our patrons. ð SP 

Your Professional Association — 

Watching out for all libraries 

M aybe you feel all alone. You are isolated both 
geographically and sometimes you feel, profes-

sionally. Perhaps you are thinking that ñno one has your 

back. No one cares about the small, rural public library. 

No one on the national level hears your voice or under-
stands your challenges.ò You feel left out of the conver-

sation.  

 
You may find it frustrating wondering if there will ever 

be a light at the end of the tunnel of this economic night-

mare ð and if there is a light, will it be the train, coming 
to plow you down? 

Chin up! The American Library Association (ALA) 
is your voice on the national level. Even now the 

ALA is in active conversations with President-Elect 

Obamaôs transition team regarding the rise of the 

publicôs use of their libraries. Has a stimulus pack-
age been suggested for our nationôs libraries? Be 

assured that the leadership of your professional asso-

ciation does care, is aware, and is fighting for all li-
braries. 

 

You are not alone. You are represented by a number 
of passionate members of the ALA council. Your 

voice is being heard. Keep the faith and keep doing 

what you do best ð serving your communities with 

professionalism, knowledge, confidentiality and 
grace. ð SP 


