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1. Background, Scope and Process

In February 2016, I was invited to engage in a conversation with Raymond Village 

Library (RVL) Trustee Elissa Gifford and the Library Director, Sally Holt. The focus of the 

meeting was to consider engaging me to briefly describe some ways that the library’s 

strategic plan (Appendix D) might be implemented. 

Over the next few months with the departure of the library director, and upon further 

discussions with Elissa, it was agreed that a general review of the library and some 

recommendations as to future steps to implement services and organizational 

development would be helpful to the Library moving forward. 

Over the last few months, I have interviewed 14 people (Appendix B), most of whom 

were or are Trustees. This report attempts to capture the sentiments expressed in 

those interviews primarily within the context of the strategic plan and to suggest some 

possible ways forward. 

In addition to the interviews mentioned above, a variety of documents were reviewed 

including the strategic plan, One Raymond materials together with the 2006 building 

assessment, RVL statistical report, Town of Raymond documents and various articles 

regarding national trends for public libraries as well as, most notably, Pew Foundation 

reports. Conversations were also conducted with personnel from the Maine State 

Library, Maine InfoNet and the offices of Dick Reed Architects in Portland. 

It should be understood that this report is not a building program statement or a 

strategic plan but instead should function as a tool to provide some focus to future 

trustee discussion. It is an outsider’s view of the current state of RVL that includes 

points of current consensus among trustees, place in the community and what steps 

the library might undertake to capitalize on its assets while addressing deficits and 

weighing opportunities.  
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2. Community Profile

Raymond has experienced substantial growth over the past decades which now shows 

signs of moderating. (Appendix A). The overall 2020 population is expected to grow 

another 3.8% from the 2015 estimate to 4,672. The number of households is projected 

to grow 4.9%. The major areas of note are: 

 Median age rises for men and women;

 Ages 0-14 population will decline;

 Ages 65-74, 75-84 and 85+ will see major increases (20%+) for men and women;

 Average household income will rise 13.7%; Median household income will rise

16.3% and Per Capita income will grow 14.9%;

 The number of households with income below $75,000 falls dramatically.

As noted elsewhere in the report by various interviewees, the Town takes great pride 

in maintaining a status of lowest mill rate in the area and finding every possible 

opportunity to cut expenses. Most interview subjects felt that this was at the expense 

of civic infrastructure. In reading through the files of the One Raymond effort from 

2006 – 2007, there seemed to be some broad recognition (if not exactly strong 

consensus) through the appointment of a Building Sub Committee that an investment 

in the library would be appropriate.  

In summary, Raymond is a town that continues to grow and, at least by commonly 

accepted standards, is drawing wealthier citizens. The challenge is to think through 

relevant services for the less wealthy but also to serve and engage new arrivals with 

likely high disposable incomes. 
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3. RVL Capacity

Library capacity might be organized to encompass a number of categories: staff, 

collections, schedule, facilities, technology and organizational culture. Open 27 hours 

over a three-day schedule, the library has three staff and houses a print collection of 

17,295 items with access to the 9,382 e-books in the statewide system and lent 28,042 

items. The number of electronic journals available to RVL via MARVEL is difficult to 

ascertain but the number is in the thousands. As in the case with e-books, they should 

be considered part of RVL’s capacity. Other noteworthy statistics according to 2015 

Maine State Library reports: 1,268 computer visits; 635 people attended 51 adult 

programs; 2,396 attended 106 children’s programs and RVL borrowed 324 items 

delivered via a weekly courier stop. The library utilizes the open source KOHA library 

management system. To compare RVL stats and services for similar populations see 

Appendix E. 

RVL also has a community garden immediately adjacent which could be used for 

programming opportunities.  

4. Library Trends and User Expectations

There are various ways to understand the general trends involving today’s public 

libraries. Over the past two decades in particular the Gates Foundation and the Pew 

Foundation (Pew) have assessed the capacity of public libraries as to their technology, 

staff and other resources to meet the changing information landscape. Pew has 

created a body of surveys that focuses on the role of public libraries in today’s 

communities. It is tempting to dismiss national surveys as not locally relevant. From 

personal experience, I believe that the findings are either immediately valid for most 

communities or will soon be. Pew recognizes that concern and provides a local 

assessment tool for public libraries (see recommendation in section 6#C). The 

information summarized in this section will hopefully enrich the reading of the RVL 

report.  

The most recent Pew report Libraries 2016 

(http://www.pewinternet.org/2016/09/09/libraries-2016/ ) reinforces the broadly 

positive view that Americans hold of their libraries and their importance to their  
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communities. 69% say that libraries contribute “a lot to their communities” and 66% 

say that closing the library would have a “major impact” on their community. Libraries 

are seen as safe places, sources of trusted information, sources of educational 

opportunity and a place that ignites creativity in young people.  

Specifically, people feel public libraries should do the following: 

 Offer programs to teach people digital skills;

 Help people learn how to use new technology such as 3D printers;

 Offer comfortable spaces for reading, writing and relaxing.

Other findings include: 

 Wi-Fi is a very valuable and heavily used service;

 Borrowing books is still the most popular activity;

 Outreach as a concept is taking hold;

 Young adults are more likely to have visited a library in the past year than those

65 and older;

 Other important library functions including providing meeting spaces and health

information are important. 

5. Summary of Interview Conversations

A. RVL as a Community Center 

Interviews with Trustees and staff revealed an overwhelming consensus to make 

the Library a “community center”. When pressed for a definition there was 

general agreement that it meant to include the following elements: 

 Place for community connection and gathering;

 Lectures;

 Classes and tutoring in a variety of subjects;

 Technology instruction;

 Larger collections especially books;
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 Better physical spaces;

 Public computers;

 Robust wireless service;

 Place that connects citizens to wider world of ideas and information;

 An “integrated part of taking care of our community”;

 “Presence is always seen”;

 Build consistent youth programs to gain family support.

B. Leadership and Organizational Structure 

The strategic plan was not well known to interviewees and to some it is a 

complete unknown. Interviewees agreed without question that Trustees care 

deeply about the Library and that individual motives were reflective of that 

attitude. However, there was widespread concern expressed regarding the 

Board’s recent performance and based on that record, its ability going forward 

to lead the Library to a position of deep community relevance and sustainability. 

The Board was described variously as “dysfunctional, lacking focus and energy 

and making decisions in a vacuum”. As individual conversations were extended, 

most people articulated a guarded optimism that with new members, stronger 

and more capable leadership and recent changes in operations and procedures 

better results would come. There was also a belief that the library needed to 

rebuild credibility in the community after the events of the FY17 budget process. 

A number of people mentioned the duties required of the Library Director and 

expressed concern that bookkeeping duties were overly represented at the 

expense of traditional librarian duties. 

A specific area explored in interviews relevant to sustainability addressed the 

question of whether RVL was better off as a town department or to maintain its 

501 (c) 3 status. While acknowledging certain funding predictability as a town 

department, the vast majority felt that maintaining independence was the key to 

be able to foster the Library’s evolution. Some respondents commented that the 

Library may be underestimating its level of support in the community as a whole 

when it comes to considering ballot questions. Given the persistence of this  
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question it should, within the context of this report, be resolved by the Board in 

an internal but formal fashion. 

 

C. Financial Resources and Sustainability 

The acknowledgments of the difficult steps taken last year to address financial 

difficulties were coupled with recognition of the Board’s poor performance in 

budgeting based on unrealistic projections, monitoring the budget, and failing to 

reach development goals. People are very proud of RVL programs but cautioned 

that activities need to match up to the dollars available. On the positive side all 

Trustees recognized that the financial health of the Library is their responsibility.  

The relationship with Town is inextricably linked to the health and vitality of the 

Library regardless of the organizational structure. Many spoke of what might be 

termed perverse pride in having the lowest mill rate in Cumberland County 

regardless of civic infrastructure needs. To the outside observer, there seems to 

be a certain unreality at play in drawing comfort from comparison to other 

coastal communities with higher mill rates. Those communities have invested 

heavily in municipal facilities including their public libraries which have become 

the calling card of their communities. Regardless of opinion, this political 

dynamic has to be reckoned with when strategizing the way forward in creating 

an effective Town relationship that reflects financial needs based on Library 

services needed and not the continued hostage of a predetermined political 

stance. 

 

6. Opportunities, Challenges and Recommendations 

These comments are presented in the belief that RVL can, with sufficient consideration 

of right scale and sustainability, become an information and cultural powerhouse for 

the Town of Raymond. Digital collections and information sources (e-books, audio, 

journals, etc.) available to RVL are astonishing. Physical items from libraries around the 
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county, state and country are delivered through a weekly courier service. Shared 

digital and print collection enhance RVL collections enormously. 

There is also a vacuum in the Town of a neutral public meeting space which is waiting 

to be addressed. 

A. Respond formally to the current Strategic Plan with either an implementation 

plan or revision. This is a necessary act as the Strategic Plan is part of the RVL 

landscape and needs to be acknowledged as such. 

B. Create a set of Strategic and Service Assumptions that can create a context and 

focus for all RVL planning. These assumptions should be visionary yet grounded 

in data and scaled to Raymond and to an evolving RVL.  

C. To inform strategic goals and to understand more clearly RVL’s role in the life of 

Raymond enroll in the Pew Foundation’s “Community Quiz Tool”. 

D. Create a Development Plan that addresses fiscal requirements to bolster 

operations and meet strategic goals. 

E. To build a common knowledge base, create a formal orientation plan for the 

Board including all current members and any new additions. With some 

updating, the existing Board manual is a great basis from which to create an 

orientation experience.  

F. Create a three-year budget and service plan to be used as a framework for Town 

and donor discussions as well as thoughtful allocation of resources. 

G. Develop a strategy to clarify, energize and expand the private-public relationship 

with the Town through review of the current MOU, add a Town ex-officio 

member to the Board and integrate with Town planning activities such as 

Comprehensive Planning, and previous One Raymond activities (where still 

active). In line with Town discussions, RVL should create a pie chart that captures 

all sources of income including significant in-kind sources from volunteers and 

the state of Maine. 
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H. Develop a building program statement that makes a direct connection to the 

Strategic Plan and provides the rationale and scope for additional physical space. 

The building program exercise that was part of One Raymond is a great start for 

this effort. 
 

I. All Board members should immediately make gifts to the annual fund according 

to individual capacity. 
 

J. Consider eventual participation in Maine InfoNet’s MILS library management 

system to facilitate discovery, increase opportunities for resource sharing and 

requesting of library materials statewide.  
 

K. Budget for an additional day of courier service so that patrons do not have to 

wait an entire week for materials. 
 

L. Create a Collection Development Plan that includes acquisition but also 

promotion and accounts for not only physical items at RVL but one that 

aggressively leverages the existing resources available through MARVEL and 

Portland Public Library’s PALS relationship. 
 

M. Recognizing that the schedule has just been adjusted, consider whether a fourth 

day of service even at an abbreviated level might make the Library’s offerings 

even more accessible while raising its community presence. 
 

N. Using ALA software, create a “Raymond Reads” poster initiative featuring most 

visible Town personalities (Town Manager, owner of Good Life Market, etc.).  
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7. Conclusion

This report is partly a snapshot of people’s thinking of the last year. It is important to 

note that, in the last few months, RVL has made some wonderful progress toward 

addressing some immediate needs. Board leadership and the new Library Director 

appear to have a very collaborative relationship. There has been action on rectifying 

some facility concerns around workflow and ADA issues. Most noteworthy, is that 

some private funds have been attracted for these projects. These relatively small 

projects create the beginning of a narrative that demonstrates RVL’s ability to fulfill its 

part in a public private partnership should that be the path forward for significant 

facility and service improvement. This should assist in creating some leverage in future 

Town conversations and in cultivating confidence in private donors and voters. 
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