John Trigg Ester Library

Business Plan for 2014–2017*

*Note:  where possible, this business plan describes what the library does now or will be doing by the end of 2017. 

Executive Summary

Part 1: Description of Business

Mission Statement

The John Trigg Ester Library is a home-grown community library that provides a welcoming and intellectually stimulating environment where community members can meet and share ideas and information. The library strives to instill a love of reading and learning, to showcase Ester-area history and culture and to provide resources that will enrich the whole community.
Business Summary

The John Trigg Ester Library is a fully functioning lending library providing service to the rural community of Ester and the surrounding area. In addition to housing thousands of book titles, videos, and DVDs, the library serves as a community center for Ester. Computers and internet access are provided for public use.* A variety of periodicals are available including every edition of Ester’s own newspaper, The Ester Republic. The library sponsors programs for the public, among them a monthly lecture series featuring local artists, scientists, and authors, and a seed lending program that hosts seed swaps and seed-saving workshops. Aside from an annual $10 membership fee there is no cost to use the library’s resources. All events are offered free to the public. As the library grows so will many of these offerings, including new programs and workshops, additional titles, new periodical subscriptions, an expanded media section, increased computing resources, film showings, and additional meeting and stack space.

* at 3629 Main Street as of spring 2014.

Legal Description

The John Trigg Ester Library is a 501(c)(3) federally recognized nonprofit organization under Section 170 of the Internal Revenue Code; as such all revenue is re-invested into activities that support the mission of the organization. Our federal nonprofit identification number is 27-1297959. The John Trigg Ester Library is officially recognized as a nonprofit in the State of Alaska. The Bylaws and Articles of Incorporation are filed with the State of Alaska in accordance with state laws. Our state identification is Alaska Entity #126504.

Competitive Analysis 

The Ester library is well-positioned to serve the rural community of Ester and other neighborhoods on the west side of Fairbanks. Residents of Ester and the surrounding area have the option of traveling to libraries associated with the University of Alaska Fairbanks or one of the two branches of the Fairbanks North Star Borough's Noel Wien Library. These other libraries are located within the Fairbanks or North Pole city limits, making them difficult to access for Ester’s neighborhood children, elderly and disabled and are a long drive for everyone else.

The Fairbanks North Star Borough operates the Noel Wien Library in Fairbanks and its full-service North Pole Branch. It also operates the Bookmobile which brings library service to outlying areas of the borough. It provides federally mandated Homebound service free of charge for people whose access to the library is restricted. It also offers a state-funded library-by-mail service through the Regional Center which delivers library materials to people living in the Bush. 

The University of Alaska Fairbanks has libraries on campus. The Elmer E. Rasmuson houses more than 1.75 million items and is the largest library in the state of Alaska. A portion of that collection is housed in the BioSciences Library which is located in the Arctic Health Research Building. The Keith B. Mather library, also on the UAF campus, supports the research of the Geophysical Institute and the International Arctic Research Center. It is a specialty library for the geophysical research community. 

The Fairbanks North Star School District provides library media services for local schools, educators, and parents. In addition to the school district library resources, individual schools, both public and private, from elementary through high school, provide library services to their students.

Other specialty libraries in the area include the Fairbanks Memorial Hospital Medical Library, the Fairbanks Law Library, and various privately held collections.

None of these options, however, instill the strong sense of community or offer the convenience, local information technology, local cultural preservation, or sense of pride to this rural Alaska community in the ways that the JTEL does.

Advantages 

The John Trigg Ester Library is the only permanent general library in Ester, Alaska. It provides a welcoming and intellectually stimulating environment for the community of Ester and the surrounding area. Patrons use the library to meet, share ideas, and access information, material, and services that support and enrich the lives of individuals and build the community. By making thousands of books accessible to this rural community the John Trigg Ester Library has helped instill a love of reading and learning in community members of all ages. 

The recent acquisition of the Ansgar & Ida Clausen Cabin, a historic log cabin and gardens in the heart of Ester, has drawn the attention of many people previously unaware that there was a library available so close to them. The Clausen Cabin, which has sentimental importance to many residents in the village, has been dedicated as a children’s library and open to the membership and the public as of our October 2013 annual meeting (with intermittent closures for interior improvements). 

The JTEL is the only public space in Ester that provides internet access and computers for use by the community (see above). This is an important service for the community since until recently internet access in Ester and the surrounding area was poor and unreliable. It is still financially untenable for many, and unavailable for many others outside the village itself. Like other rural areas in Alaska, many children in Ester are home-schooled and have limited access to the computers and library services available through public and private schools.

The Calypso Resource Library, an agriculture-specific library in the Ester area held by the nonprofit Calypso Farm & Ecology Center, has a cooperative relationship with the JTEL to share collections and online catalogs. The sharing of these agricultural resources adds significant value for area residents and visitors alike. 

In the future, the JTEL’s expanded library campus will provide much-needed locations for music, movies, and other community events. Membership and access to the Ester library are available and attainable to all and within walking distance of the community hub. The children’s library and gazebo grounds feature community gardens, to which the new library grounds will add more space, providing peaceful areas to read and encouraging community members to beautify the village and improve their health and diet. 

Because the community is small, and the library is privately and not publically funded, building the most energy-efficient building possible is an absolute necessity. Despite great advances in arctic construction methods, no conventional building could meet the efficiency needs and low costs required for a library with limited operating funds. One of the educational goals of the library is to promote and showcase sustainable, energy-efficient, green building techniques. To meet those goals the new Ester library building will be built to strict PassiveHaus standards and while operating, will demonstrate to the public the savings in fuel (particularly fossil fuels) and money. 

Part 2: Management

The John Trigg Ester Library is managed by members and elected representatives on the Board of Directors as described in the Bylaws and by the laws of the State of Alaska. The Board of Directors is composed of a President, Vice President, Secretary, Treasurer, and five other elected Board Members, including two alternate members. The Directors are elected by the general membership during the annual meeting. They are selected in part because of their experience on other boards, familiarity with organizational accounting and record keeping, knowledge of library functions, grantwriting and fundraising skills, or other characteristics that make them worthy candidates for the oversight of the finances, operations, and image of the John Trigg Ester Library. The Board oversees the coordination of all the volunteers who assist with regular library functions or special fundraising or community outreach events.

Currently, library operations are carried out by member volunteers. There are no paid employees and no payroll department as yet. Volunteers are recognized at the annual meeting and overseen by the library board. These operations include shelving, cleaning, maintenance, supply upkeep, circulation management and collections development. Future plans, to be implemented following construction of the Passiv Haus library building, include the hiring of staff librarians, who would assume responsibility for these tasks. One or more part-time professional librarians will be hired based on eventual income from our endowment, library fundraising, grant funding, VISTA volunteer programs, and other outside funding opportunities. 

Accounting and fiscal management are responsibilities of the Finance Committee, which includes the Treasurer, other members of the Board of Directors, and skilled volunteers. Full financial disclosure to the membership occurs at the Annual Meeting. This allows all members to participate in oversight of the business transactions and status of the library. 

Part 3: Marketing Plan
Appeal
One of the greatest draws of the Ester library is its geographical location. There are few pubic venues of any sort in Ester and the surrounding area, but the active community is host to a wide spectrum of events. Currently the only available venues for social gatherings, concerts, fundraisers, and the like are the Blue Loon Saloon & Movie House, located outside of Ester proper, and the Golden Eagle Saloon, a smoke-filled bar. The Malemute Saloon, also in Ester, is open only for thirty days each summer. Hartung Hall, a small community hall, is used for some music shows, dancing, potlucks, and holiday parties, but its capacity is little over thirty. The community gathering space incorporated in the future library building design makes it an ideal location for many community events.

An important draw for the library will be internet and computing access. High-speed connections are hard to come by in the outskirts of Fairbanks, and being in the shadow of Ester Dome also interrupts cell and wireless service.

The comfortable gathering, studying, and reading areas in the library will provide space for community members of all ages to gather, relax, enjoy a book, read, socialize, and enjoy a good cup of coffee. Activities such as movies, lectures, book signings, author readings, story hours, art exhibits, musical performances, and other events will attract users and appeal to the many diverse segments of the community.

Business resources at the library, from fax and copy machines to tax forms and business reference materials, will be a great assistance to the independent artists and small business owners in the area. Special attention will be given to supporting community members’ careers, businesses, and employment aspirations. 

The library’s new annex, the Clausen Cabin, has historic and sentimental importance for Ester, and its gardens provide an important addition to the seed library program’s capacity and for community garden space. The history of the cabin is tied to the mining history of the community, and the residents of the cabin were known for their appreciation of children, gardening, art, music, and crafts, so these collections, in particular the Ruth Jasper Children’s collection and the Growing Ester’s Biodiversity seed library program collection, will be housed there, along with historically important items.

Membership
Membership is open to any person for a modest annual fee, due at the Annual Meeting (at present this fee is $10). The library strives to serve a wide range of interests, ages, and perspectives, having something for everyone, with a special focus on Ester. Members are solicited to join during program and fundraising events, the Ester Fourth of July parade, and through the Web site, online catalog, and Facebook page. 

Because the library is a member-owned and operated organization, members are encouraged to take an active role in day-to-day operations; transparency and member-driven improvements to library events, programs, policies, and bylaws are a constant theme in board actions. 

Geography
According to the United States Census Bureau, the Ester census-designated place (CDP) has a total area of 64.7 square miles and population of 2,422 as of the 2010 census. In practice the boundaries are far less precise, with active members of the Ester Community Association living on the Old Nenana Highway, Gold Hill Road, Cripple Creek, Rosie Creek, Ester Dome and other locations in addition to those who reside within the historic Ester mining district boundaries. Although Ester is sometimes described as a “bedroom community” for Fairbanks, the local residents, however local may be defined, have a very strong sense of community. 

The core Ester area is approximately eight highway miles from Fairbanks, a drive of less than fifteen minutes in most driving conditions. The majority of residents, however, live on rural roads, some at great distances past the core Ester area, and face significantly greater driving challenges. The Ester Fire Service Area, which overlaps part of the Ester CDP and covers a more densely populated region between Ester and the University of Alaska Fairbanks, has a population of approximately 4,300. The core village of Ester, within a half-mile of the Post Office, has around 55 residences. The library land lies at the base of nearly every road and trail in the area and is only a few hundred meters from the Ester Community Park.

The bike path along the Parks Highway between Ester and Fairbanks has brought additional traffic to the area. With the library virtually next door to the termination of the bike path at the Ester Community Park, it is well positioned to take advantage of being a new destination for bikers, families and others using the bike route.

Given these geographical realities, the John Trigg Ester Library’s self-designated Ester Library Service Area may be divided into three regions:

1. the Village: residences within a mile of the library, or reasonable walking or bicycling distance

2. the Ester Fire Service Area: primary library service area

3. the Ester Census-Designated Place: where the EFSA does not overlap; secondary LSA

The Library

The John Trigg Ester Library uses a classic card catalog system. Currently unstaffed, library patrons use an honor system and sign their name on a library item’s card and file it with circulation. Volunteer librarians oversee circulation and send out past due notices and other communications as warranted. 

The collection is also being cataloged electronically and in the future collections management and circulation will be computerized. 

Collections development plan

The majority of the JTEL collection is accrued from donated books, music, and visual media. A portion of library funds is budgeted for new purchases. The focus of these purchases is filling gaps in existing book series and also investment in local authors and other books of lasting value.

Other libraries, including the Noel Wien and the university libraries, use the Ester library as a first choice when liquidating their collections. The JTEL is given first choice of any books they are updating or moving from their collection. This has assisted in the accumulation of a solid resource library as well as a broad literary collection.

The Collections Committee is responsible for collections management and the Collections Development Policy until such time as a staff librarian can be found. The development policy assists volunteers and potential employees in collections management and clarifies for the membership how books and other items are chosen for inclusion or weeding. This policy is reviewed every three years and updated as needed. 

Advertising
Awareness of the John Trigg Ester Library has been built through community functions, fundraising events, and local media coverage. The library also has a significant Web presence including a Web site and Facebook page. The library’s catalog is on line, hosted by LibraryThing, which enables JTEL members to look up a book or author before coming to the library itself. Communication with the community is usually conducted through posters or fliers, mail, and e-mail. Regular use is made of a variety of media outlets in the form of press releases, guest articles, event coverage, and reviews. The library is a member of the Alaska Library Association and recognized by other libraries across the state. The library maintains a booth at the local farmer’s market where library merchandise is sold for fundraising purposes, membership information is distributed, and public awareness is expanded.

Libraries rarely advertise themselves directly, but individual events and activities hosted by the library are advertised through multiple means. Fliers, e-mails, social media, direct mail and newspaper advertising are used for JTEL events and fundraisers in a scale appropriate to the size and purpose of the event. 

Many JTEL events make good public interest stories and attract media coverage in print and television. The board actively communicates with local media outlets to solicit coverage of library functions. News coverage, word of mouth advertising, and social media are all important for generating community awareness of and support for the library.

Part 4: Operations

Facilities

1. John Trigg Ester Library:  This is a rented room containing the bulk of the current library collection (approximately 7,000 volumes), located at 3618 Main Street, Ester. The remainder of the collection is in storage outbuildings associated with the Clausen Cabin and in a Connex owned by the library. The new library building, which has a projected completion date of 2016, will be located at 488 Village Road in Ester, will have sufficient space (3,200 sq. ft.) to house the entire current collection (approximately 14,000 volumes), as well as an additional 8,000–9,000 volumes, as the collection grows.

2. Ansgar & Ida Clausen Cabin: This is a 720 sq. ft. log cabin with electricity & running water, featuring kitchen, bath, front and back porches, gardens, woodshed, outhouse, garden shed, sideboard cabin & toolshed. It is located at 3629 Main Street, in the heart of Ester and across from the Golden Eagle Saloon and the existing main library. It houses the Ruth Jasper Children’s Room, the gardening and homesteading collections, (approximately 5,000 volumes) and the Growing Ester’s Biodiversity seed library, pending interior upgrades (projected completion date December 31, 2014). Potential future uses for the cabin include: rental income; visiting author housing; librarian housing; museum; continued use as library annex. Estimated maintenance costs (as non-rental) are $6,550/yr. Estimated potential rental income is $12,000–$14,000/yr.

The dry two-room sideboard cabin associated with this building may be used as a summer rental to bring in income; currently used as storage. Estimated maintenance costs (as non-rental) are $0/yr. Estimated possible rental income is $1,500/yr.

3. Composting Outhouse & Toolshed: Near the gazebo, the library has constructed a two-seater composting outhouse and toolshed, serving as both an educational gardening outbuilding and a storage shed/outhouse/compost generator. The building includes a book exchange shelf and educational materials on soil and compost creation and maintenance.

4. Ida Lane Clausen Gazebo: This is an 8-sided 16-foot gazebo with perennial gardens, located at 504 Village Road and featuring stained glass windows by local artist Denise Akert-Mohr. The gazebo serves as a small public park and community garden.

Employees

The John Trigg Ester Library relies heavily upon volunteers, but may from time to time hire laborers or skilled employees, such as a contractor, building construction project manager, or executive director. Most employees are temporary, fulfilling a term-limited contractual service. Some, however, such as librarian’s assistant, or library caretaker, will be hired as needed and funds allow and will be permanent positions. While it is unlikely that the library will hire the positions below in the next three years, volunteer versions of them or searches for them may begin by 2016.

Executive Director

part-time (note: this position will begin as a part-time volunteer position and develop in complexity and challenge over time, becoming a full-time paid position as the library develops its capital campaign, its endowment campaign, its facilities, and its resources)

Answers to the Board of Directors

Duties: office management, employee oversight, fundraising, volunteer coordination. This position requires a person who strongly believes in the value of libraries, literacy, privacy, and intellectual freedom and can enthusiastically convey this to others. Fundraising is the chief duty of this position, with volunteer/employee management to handle day-to-day duties as required. The Executive Director is expected to serve on the Fundraising Committee. 

Delegate and coordinate duties of library employees and volunteers, and take on responsibilities as needed until volunteers or employees can be found. Assist Board of Directors in research for preparing Annual Report, quarterly Fundraising Committee reports and goals, advising on fundraising approaches, events, and tactics. The Executive Director shall work with the Executive Committee to ensure that the JTEL is current with all required registrations and deadlines, reminding the board of approaching grant deadlines and suggesting appropriate scheduling. 

Pay: negotiable

Library Caretaker

Part-time

Answers to the Executive Director

Duties: grounds maintenance, general light repair & maintenance of buildings & equipment, supplies maintenance, fire tending. 

Pay: stipend TBD/month plus room (dry two-room electrified cabin, with nearby access to shower)

Librarian

Part-time (note: may begin as part-time volunteer position and become full-time paid position as the library develops its collections)

Answers to the Executive Director

Duties: maintain, improve, and manage library collections, working with the Collections Committee of the Board of Directors, to the benefit of the library membership and the surrounding community (in particular the Ester Library Service Area, defined as the combined area of the Ester Fire Service Area and the Ester Census Designated Place). Recommend revisions to the Collections Policy on a periodic basis. Work enthusiastically with the public answering questions and helping with a broad variety of interests for people of all ages, nationalities, races, ethnicities, abilities, etc. Assist with program development and operation, working with the Programs Committee and Program Director. Work with volunteers who coordinate workshops, lectures, or other events at the library. 

Pay: negotiable ($45,000/yr full-time, or room and partial pay)

Programs Director

Part-time (note: may begin as volunteer position and become a paid position)

Answers to the Executive Director

Duties: work with individual program directors to manage/oversee library programs, evaluate and recommend proposals for new programs for Board review, help coordinate volunteers, work parties, and events associated with programs, assist with or provide publicity for program-related events. Work with Program Committee and Librarian for program development, operation, and improvement. Seek funding for programs and program staffing.

Pay: contingent upon grant application success (negotiable)

Volunteers

The Board of Directors positions are volunteer positions; board liability insurance covers the board while volunteer insurance covers others for events and work parties. Volunteers serve on committees, as lecturers, program directors, performers, organizers, and other fundraising event participants. The library and its grounds are maintained by volunteers as much as possible.

Librarians

Current facilities are served by volunteers and members using the honor system. Once the JTEL has moved into its new Passiv Haus quarters on Village Road, it will require paid staff, supplemented by volunteer labor, some of whom are retired professional librarians. Hours will depend on funds and grant opportunities available. One full-time and two part-time librarians will be hired based on grant funding, VISTA volunteer programs, and other outside funding opportunities.

Compensation

No salary, bonuses, or perks are provided to the volunteers, with the exception of refreshments supplied to volunteers at work parties, post-fundraiser wrap-up meetings, or similar gatherings. Funding for librarians will be grant based.

Vendors

The library makes small purchases such as cards or card pockets, office supplies, refreshments for volunteers at work parties, and the like. Fundraisers require publicity expenses, such as for printing posters, food supplies, or t-shirt or other marketing items. Area vendors are used whenever possible. Services typically required are: graphic design, printing, screen printing. The library adheres to its Procurement Policy for purchases of goods and services, featuring an emphasis on local vendors and contractors.

Accounting and Bookkeeping

Financial transactions are recorded in Quickbooks. The software was set up by a professional accountant according to Generally Accepted Accounting Procedures (GAAP). When the library’s finances reach $500,000 per year (the federal requirement level), the finances will be audited annually by an independent auditing firm as required by most funding agencies, the IRS, and by GAAP. Donor records are managed in GiftWorks and the information is exported into the Quickbooks accounts. 

Elected Treasurer, Board oversight

The Finance Committee prepares policies and procedures for the JTEL to ensure clear internal controls and good financial practices. Day-to-day transactions are entered into Quickbooks by the elected Treasurer. All members of the Board of Directors are authorized signers on the library’s checkbook and savings account. The Treasurer prepares financial statements for each monthly meeting of the Board of Directors. Annual financial statements are presented to the membership at the annual meeting.

Membership records and fees

The membership list is managed by the Secretary. The records are managed according to the membership policy as voted upon by membership at the annual meeting. Membership fees are reported as income and recorded by the Treasurer.

Tax preparation and management

Annual and quarterly reporting is prepared by the Treasurer or by a certified public accountant. Property taxes to the Fairbanks North Star Borough are due on unimproved real property not used for a public good in keeping with our mission. 

Part 5: Risks

A comprehensive liability insurance policy protects the Board of Directors and the community of Ester and provides coverage for any accidents or mishaps on library property or during library-sponsored events.

One of the greatest risks is funding inconsistencies due to being funded solely by membership fees, fundraising activities, grants, and in-kind donations. Careful fundraising, member stewardship, dedicated grantwriting teams, and the support of a giving community offset those risks. An endowment is being built up to assist with operational funding needs. 

Other risks come from not having good internal controls, uninformed or unskilled board members, or simply from having an overworked board. The board has spent the previous few years developing policies, procedures, and committees to help clarify board and volunteer roles and guidelines. This process will continue. In addition, with 2013 the board has begun taking an annual retreat to help orient new board members and focus on the year’s goals. Formal organizational capacity building with reputable organizations such as the Foraker Group will assist board members in learning their fiduciary responsibilities and in developing a strong nonprofit library.

Part 6: Financial Management Plan

The financial management of the JTEL is the responsibility of the Board of Directors, through development of a budget, formulation of financial policies, bank statement reconciliation, presentation of the annual financial report to members, and review of operations and activities on a periodic basis. These duties are delegated to the Treasurer and the Finance Committee, to be submitted for approval by the full Board. 

The Finance Committee is developing Financial Management Policies and Procedures, to be revised as needed. 

See Profit and Loss Statement and Balance Sheet from our Annual Report 2013–2014.

Assets

Total assets of the library are approximately $376,786 in value as of 2014, including grants, land, buildings and other improvements, furnishings, equipment, merchandise, and collections. This is expected to increase dramatically in the next three years due to new construction and upgrades to current facilities.

Part 7: Business Timeline 2014–2017

2014: 
Continued repair of Clausen Cabin, cataloging & transfer from storage of children’s, gardening, GEB, craft, homesteading, and Alaskana collections. Removal of broken gazebo windows and preparation for installation of replacement windows. Removal of trees from library site. Refinement of board policies. Submission of grant applications for building construction, letters of inquiry for library building. Site design. Collaboration arrangement with UAF Construction Trades & Technology Program. Preparation of construction timeline. Creation of Friends of Ester Library.

2015:
Continued grant applications for building project and programs as needed. Execution of construction timeline as appropriate. Installation of gazebo windows. Installation of handicapped ramp at Clausen Cabin, repair of front porch. Library site preparation and drive/parking construction. Construction on new building commences assuming grants come through. Solicitation of Executive Director/Office Manager volunteer. Update of business plan as appropriate.

2016:
Construction continues, major construction work concludes. Continued grant applications for building project and programs as needed. Applications for VISTA volunteers and searches for volunteer staff members begun. Update of business plan as appropriate.

2017:
Construction concludes. Finish work completed and grand opening on new building held. Transfer of collections, cataloging completed. Applications for VISTA volunteers and searches for staff funding continued. Update of business plan as appropriate.




