Wayne Library Alliance: The Facts About the Study and the

Consolidation Question

A complete and transparent overview for library boards, directors, and staff, as well as for elected
officials and community members, published 8-23-26.

Any questions should be directed to Michele Legate, Northeast Library District Consultant and Project
Manager, mlegate@albright.org.

EXECUTIVE SUMMARY

This document has been created to inform library boards, directors, staff, elected officials, and
community members about the study conducted on the sustainability and governance of the
libraries in Wayne County. This is the executive summary; a companion document, the Further
Detail, provides the fuller explanation for anyone who wants it.

The bottom line

The Wayne Library Alliance is currently structured as a federated library system under the
Pennsylvania Public Library Code. This means the libraries are seven separate nonprofits with
seven governing boards. The Wayne Library Authority was created in 2000 to administer the
federated system and distribute state and county funding; it also has its own board, which is
seated by the County Commissioners. The current county funding base is not adequate to
sustain the libraries under Pennsylvania state law. Almost all of the libraries do not currently
meet Pennsylvania's minimum standards to receive state aid, which puts their state funding at
risk, and closing that gap is a central reason the study recommends a change. At the same time,
the research shows that residents deeply value their libraries and are ready to support them: 94
percent of library users say they are willing to contribute financially and adjusting for the fact
that survey respondents skewed toward active users, county-wide willingness to contribute is
estimated at 60 to 78 percent.

The findings are straightforward: a single county-wide library with branches is a more
sustainable model, with or without new funding. A member library's designated service territory
currently reaches beyond the town in which it is physically located only because it belongs to
the federated system, and under Pennsylvania law that service area belongs to the federated
library system as a whole, not to any one library.

Was a firm from Erie hired to do the study, why, and who paid for it?

Yes. The Wayne County Commissioners requested it, and Strategy Solutions, Inc., an
independent firm based in Erie, was selected through a competitive bid process managed by the
Northeast Library District. The study examines how the county libraries are governed and
funded and how to sustain them long term, building on a 2008 county strategic plan and a 2012
LYRASIS report that named the same problems without producing a financial model. Grant
funding secured by the Northeast Library District supports the work, at a study cost of about
$45,000; no library operating budget paid for it.

Why consolidate if the libraries are already an Alliance?

The Alliance is a federated system: seven independent nonprofits coordinated by a small shared
office, with a discretionary county contribution and nearly the entire back office resting on one
part-time administrator. Consolidation replaces the seven nonprofits with one county-wide
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organization with branches: one board, one administrative backbone, one recognized service
area. That is what makes a stable county funding base and shared professional capacity
possible.

What funding do the libraries get today, and why is the split a concern?

Today the seven libraries share about $472,000 in combined state and county support, and
Wayne County Public Library (WCPL) in Honesdale, the largest, receives about 43 percent of it,
close to half, which is proportionally more than its share of county-wide use would support.
That split is a legacy allocation, long recognized as inequitable because it is not based on how
county residents use the libraries. The recommended formula rebalances the same pool around
measures every community can see: an equal base each library needs to open, plus a majority
weighted by utilization-based population and total patron usage. The full explanation, and the
per-library figures, appear in the Further Detail document.

Why is a new funding model recommended, and how would it work?

A fairer split of today's dollars is not enough by itself, because the seven libraries do not
currently meet Pennsylvania's minimum standards for state aid, and the total funding is not
adequate to bring them to standards. Meeting standards as seven federated member libraries is
the most expensive path the study modeled, a three-year funding gap of about $2.13 million;
the consolidated county-wide library reaches the same standards at the lowest cost of any
compliant option, about $982,000. The report therefore pairs the new formula with a new
county funding source, a municipal authority fee assessed across all thirty municipalities, which
would net about $1.11 million after a 10 percent allowance for collection and uncollectable
amounts. With state aid, a single county-wide library would have about $1.31 million to create
a sustainable model that serves every community. If the fee were adopted, it would replace the
county's current discretionary contribution rather than add to it. The fee has not been adopted;
it is a board and County decision that would not be considered until 2028 and is a separate
decision from the decision to consolidate the structure of the library itself.

How would consolidation help the libraries, especially the smaller ones?

A unified system offers professional capabilities no small library can afford alone, from
cataloging and technology to grant writing, marketing, and finance, and the staffing plan adds
hours and positions at the smaller branches rather than cutting them. Libraries organized as
branches of one system, rather than as separate member libraries, are not each held to the
individual state standards a stand-alone library must meet, so they are better positioned to
weather times of tighter funding.

Is the study proposing that other libraries take one library's service territory and its tax
dollars?

No, and this is the point most often repeated incorrectly. A member library has a service area
that includes municipalities beyond the town in which it is physically located only because it is a
federated member library; by regulation, an independent library's service area is where 60
percent of its borrowers and use come from (Title 22, Section 141.24). That county-wide reach,
and the aid that follows it, became the system responsibility when the Alliance was recognized
as a federated system in 1999. The current library code sets the service area of an independent
library that is not part of a federation as only the municipality in which it is located.
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What happens to a library that chooses not to join?

When the WLA board votes to consolidate, the federated system dissolves, and a library that
declines becoming part of the new independent library with branches does not remain a
federated member library, because that status ends when the federated library system ceases
to exist. Under the Public Library Code, it has two choices. First, it can become a state-aided
independent library whose service area, by regulation, is only the municipality in which it is
physically located (Title 22, Section 131.41); it would need to apply to the state-aid program
and show that it meets standards over a two-year period. There is a risk to this, because the
Public Library Subsidy distribution formula has been frozen since 2003, so no new library has
been able to enter the state-aid system since then; the General Assembly could act to allow
new applicants, but that rests entirely with the legislature. The other option is to operate
outside the state-aid system, in which case no service standards must be met and all operating
decisions rest with the governing board. The Office of Commonwealth Libraries confirmed
these interpretations and the financial analysis the consultants completed.

Will current staff lose their jobs?

No. The plan keeps every current employee and builds capacity over time as funding allows. No
final decision has been made, and any change to positions, hours, or pay would follow each
library's needs and the timing of new funding.

One source for questions

This is a work in progress, and the WLA board has made no final decision. Please share this
overview as written. So the information stays accurate and consistent, refer any question or
request for a conversation to Michele Legate, Northeast Library District Consultant,
mlegate@albright.org.

Sources: WLA Feasibility Study and FAQ (2026); WLA Options Financial Modeling (April 2026) and the 2025
state and county baseline; the supplemental county funding impact analysis (July 2026); the Pennsylvania
Public Library Code and Regulations (Title 24 and Title 22); and guidance from the Office of Commonwealth
Libraries. Figures use 2025 actuals; opt-out state aid is hypothetical pending legislative recognition.
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