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To: Toronto Public Library Board — February 16, 2004

From: City Librarian

Subject: 2004 Operating Budget — Budget Reductions

Purpose:

To inform the Toronto Public Library Board of the impacts of the Executive Management Team
(EMT) recommended reductions and the additional target reductions assigned to Agencies,
Boards and Commissions (ABC Target Reductions) on the 2004 Operating Budget, and present
options to the Library Board for achieving these reductions.

Funding Implications and Impact Statement:

The EMT Recommended Budget of $128.690 million is a 5.7% increase over the 2003 approved
budget. This represents a $3.277 million reduction from the budget submission of $131.967
million, which represented an 8.4% increase.

The ABC Target Reduction is a further $0.583 million reduction to the EMT Recommended
Budget, for a total reduction of $3.860 million, which will bring the 2004 budget to $128.107
million, or a 5.2% increase.

Any reductions to the 2004 operating budget submission result in reduced City funding available
for Toronto Public Library (TPL) operations. Options for achieving the budget reductions and

their impacts are described in the attached appendices.

Recommendation:

It is recommended that the Toronto Public Library Board:

(1) Review options, as described in Appendix 2, for achieving the EMT Recommended
Budget of $128.690 million (5.7% increase), which represents a $3.277 million reduction
from the 2004 Budget Submission;

(2) Review options, as described in Appendix 3, for achieving further ABC Target
Reductions of $0.583 million to the EMT Recommended Budget, for a total reduction of
$3.860 million, which results in a budget of $128.107 million (5.2% increase); and

(3) Provide direction to staff.



Background:

At its meeting of October 20, 2003, the Board received and approved the 2004 Operating Budget
Submission which at $131.967 million represents an 8.4% increase over 2003. On October 9,
2003, Library staff met with the City’s Chief Administrative Officer (CAO) and Chief Financial
Officer (CFO) to review the operating budget submission. This review formed the basis for the
EMT Recommended Budget. On January 30, 2004, the CAO and CFO presented the EMT
Recommended Budget.

Comments:

The EMT Recommended Budget for TPL is $128.690 million (5.7% increase), which represents
a reduction of $3.277 million to the Library’s 2004 Operating Budget Submission. In addition to
the EMT recommended reductions, Agencies, Boards and Commissions were given additional
target reductions, based on limiting the 2004 budget increase to Prior Year Approvals and COLA
on wages. The additional ABC Target Reductions for TPL amounted to $0.583 million, for an
ABC Target Budget of $128.107 million (5.2% increase).

2004 OPERATING BUDGET

BUDGET REDUCTIONS
($000s)
Base Enhancement (Gapping) Total Budget
s ] % $ % $ A
2003 Approved Budget 121,767.1 121,767.1
2004 Budget Submission Increase 10,199.8 8.4% 10,199.8 8.4%
2004 Budget Request 131,966.9 8.4% 131,966.9 8.4%
EMT Recommended
- Reclass Gapping to Enhancements (900.0) -0.7% 900.0 0.7% - 0.0%
- Reductions (2,801.2)  -2.3% (476.0)  -0.4% ((3.2172) -2.7%
(3,701.2) -3.0% 424.0 0.3% (3,277.2) -2.7%
- 2004 EMT Recommended Budget 128,265.7 5.3% 424.0 0.3% 128,689.7 5.7%
ABC Target Reductions (Prior Year + COLA) (582.9)  -0.5% @ -0.5%
‘ 2004 ABC Target Budget 127,682.8 4.9% 424.0 0.3% 128,106.8 5.2%
Total EMT Recommended + ABC Target Reductions (3,384.1) -2.8% (476.0) -0.4% (3,860.1)) -3.2%

Budget Reduction Options

Options and criteria used to achieve the budget reductions are in the attached appendices:

1. Appendix 1 provides the criteria used for service reduction as it relates to library hours and
collections, and describes the Service Impacts and Operational Impacts and Implementation.
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2. Appendix 2 provides four reduction options for achieving the EMT Recommended Budget of
$128.690 million (5.7% increase), which results in a $3.277 million reduction.

3. Appendix 3 provides five options for achieving the additional $0.583 million ABC Target
Reductions, for a total reduction of $3.860 million, which results in a budget of $128.107
million (5.2% increase).

4. Appendix 4 provides details of the impact of the various service hours reduction options on
branches across the City.

Budget Reduction Strategies

Strategies used to achieve budget reductions are grouped into three categories: Alternative
Funding; Non-Service Hours and Collections Reductions; and Service Hours and Collections
Reductions.

Alternative Funding. For Alternative Funding strategies, an alternative funding source has
been used to reduce the pressure on the City’s property tax levy while allowing TPL to receive
funding in 2004. Alternative Funding sources are Development Charge Reserves, a Federal
Grant, and a City Employee Reserve. While Alternative Funding sources reduce the pressure on
the tax levy in 2004, the budget pressure remains for 2005. Alternative Funding strategies
totalling $1.701 million remain constant under all budget reduction options.

Non-Service Hours and Collections Reductions. These reductions have an impact on service,
but not library hours or collections. Strategies include reduced maintenance, reduced funding for
Technology Asset Management, and reduced funding to bring the gapping target down. Of the
$0.900 million requested for gapping, only $0.424 million is being recommended, which brings
TPL’s gapping target down from 3.6% to 3%. Non-Service Hours and Collections Reduction
strategies totalling $0.906 million remain constant under all budget reduction options.

Service Hours and Collections Reductions. These reductions affect service hours or collections
and have the most impact on library services. The criteria used for Service Hours and
Collections Reduction strategies are described in Appendix 1, and include consideration of
service impacts, and operational impacts and feasibility of implementation. Strategies include
standardizing the latest close time, reducing Friday service and Sunday service, and making
permanent cuts to the library materials budget.

2004 Phase-In for Part-Year Savings. Due to the late timing for budget approval at the end of
April, reductions which involve service hours generally cannot be implemented until mid-year.
As a result, about half of the savings from hours reductions, which are based on full-year costing,
may not be achievable in 2004. To make up for the shortfall and achieve the impact of a full-
year’s savings, there could be a temporary freezing or under-spending of the library collections
budget in 2004; or, in certain situations, the alternative is to shorten the Sunday service season in
2004 to achieve the impact of a full-year’s savings. Note that the temporary freeze in library
collections spending and shortening of the Sunday service season would be reversed in 2005, as
the full-year savings from service hours reductions would then be effective.



Conclusion:

Coming into amalgamation, TPL achieved an initial budget reduction target of 10% set by the
City. At the same time TPL successfully created one library, one catalogue and one integrated
electronic system to meet changing public demands. Since then, the Library has experienced
dramatic increases in use with circulation up 16%, visits up 7%, virtual visits up over 1,000%,
and holds filled up 144%. Total activity has increased 38% over the last six years, while the
budget has not yet kept pace with inflation. This was managed efficiently and effectively by
finding new and innovative ways of doing things while maintaining high user satisfaction levels.

To maintain services and service levels, a significant investment in the Library system is
required in 2004.
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E-mail: abailey@tpl.toronto.on.ca

Jane Pyper, Director, Planning, Policy and City-Wide Services; Tel: 416-395-5602;
Fax: 416-393-7083; E-mail: jpyper@tpl.toronto.on.ca
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