Wayne Library Alliance: The Facts About the Study and the

Consolidation Question

Further Detail: the complete picture behind the executive summary, published 8-23-26.

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

How we got here

The Wayne Library Alliance is a federated library system: seven independent nonprofit libraries,
each with its own board and budget, coordinated by a small shared administration under the
Wayne Library Authority. Examining consolidation is not new. A 2008 Wayne County Library
Authority strategic plan listed exploring a consolidated system as a formal opportunity, and a
2012 LYRASIS report recommended moving toward one governing board and asked directly
whether the Alliance should become a central library with branches. Neither effort built a
financial model showing what each option would cost or what its funding gap would be. In
2026 the County Commissioners requested that analysis, and Strategy Solutions, Inc. was
selected through a competitive bid. The Northeast Library District secured grant funding for the
study, at a cost of about $45,000, so that no library operating budget paid for it. The report is
written for the WLA board and its member libraries to give them the information to make an
informed choice, not to push any library toward a particular decision.

A separate economic impact analysis, which measures the return the libraries bring to the
county, is being added. It will report the county-wide total, and because it is built from each
library's own expense data, it can also identify the estimated economic activity generated by
each location, so an individual library's contribution can be shown rather than only the system
total.

Why the current funding is not equitable

Today the seven libraries share about $472,000 in combined state and county support. WCPL
in Honesdale receives about 43 percent of the total, close to half.

Library State County Total Share
Bethany $13,038 $19,047 $32,085 6.8%
Hamlin $24,402 $36,838 $61,240 13.0%
Hawley $24,555 $37,093 $61,648 13.1%
Newfoundland $17,537 $26,062 $43,599 9.2%
Northern Wayne $14,523 $21,698 $36,221 7.7%
Pleasant Mount $13,531 $20,791 $34,322 7.3%
WCPL (Honesdale) $85,896 $117,377 $203,273 43.0%
Total, seven libraries $193,484 $278,905 $472,389 100%

WCPL in Honesdale does receive proportionally more than its share of county-wide use would
support, and it has for a long time. The concern is that the split is a legacy allocation that does
not track where county residents actually use the libraries, so several smaller libraries carry
heavy use with comparatively little support. The recommended formula rebalances the
distributable pool around three measures every community can see: 25 percent shared equally
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as a base each library needs to open its doors, 40 percent by utilization-based population
(adjusted for the state prison population, which does not use the libraries), and 35 percent by
total patron usage. To avoid sharp swings, the change is phased in on a hold-harmless schedule
that limits how far any single library's allocation moves in a given year. The formula does not
increase the pool; it distributes the same dollars more fairly.

Meeting state standards, and the risk to state aid

A fairer split of today's dollars does not, by itself, make the system sustainable, because the
total current funding is not enough to meet state standards across all seven libraries. Most of
the libraries cannot currently meet Pennsylvania's minimum Public Library Code standards,
chiefly the required open hours and certified staffing, because they cannot afford to staff the
additional time. That has a direct funding consequence: in a federated system, if member
libraries do not meet standards and waivers are not available, the entire system's state aid is at
risk, not just one library.

Bringing every library to standards is not free, and the cost depends on the structure. Meeting
standards as seven member libraries is the most expensive path the study modeled, with a
three-year funding gap of about $2.13 million. The consolidated county-wide library reaches
the same standards at the smallest gap of any compliant option, about $982,000, because it
meets many requirements once for the whole system rather than seven times over. In per-
resident terms, reaching standards means roughly doubling the current county investment in
library service, from about $5 per resident to $10. Closing this standards gap, and protecting
the state aid that depends on it, is a central driver of the entire study.

The proposed county funding model

To close that gap, the report pairs the fairer formula with a new county funding source: an
authority fee assessed across all thirty municipalities. As modeled, the fee would raise about
$1.24 million gross, or about $1.11 million after a 10 percent allowance for the collection fee
and uncollectable amounts. That is a larger and differently distributed base than today's county
aid. Combined with state aid, a single county-wide library would have about $1.31 million to
serve every community. If the fee were implemented, it would replace the county's current
discretionary contribution to the libraries rather than add to it, so the existing county allocation
would end and be superseded by the fee. The fee has not been adopted; it is a decision for the
board and the County, and would not be considered until 2028. The report also shows what the
budget looks like without the fee, so the board can weigh both.

Service areas, state aid, and opting out: what the law allows

It is important for everyone, including local officials and residents, to understand what
Pennsylvania law and its regulations say about library service areas and funding, because that is
where much of the confusion lies. Here is what the Code states:

A federated member library serves municipalities beyond its home town only because it is a
federated member library. By regulation, a federated member's service area is the geographic
area from which 60 percent of its registered borrowers and use come (Title 22, Section 141.24).
When the Alliance was recognized as a federated system in 1999, it became the state-aided
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library for the entire county, and the county-wide service area, and the state and county aid
that follow it, belong to the system, not to any single member library.

When the WLA votes to consolidate into one independent library with branches, the federated
system dissolves, and there is no longer a federation for any library to belong to. A library that
declines to join does not remain a federated member library, because that status ends with the
consolidation decision. 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 path,
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. Second, it can operate
outside the state-aid system, in which case no service standards must be met and all operating
decisions rest with its governing board. These interpretations were confirmed throughout the
study with the Office of Commonwealth Libraries.

The important conclusion is that no one is taking any library's service territory or tax dollars.
The reach and the funding the smaller libraries value are benefits of the federation, and they
end when the federation ends, for every library at the same time.

What a library that opts out would keep and lose

Because a library on its own can claim only its home municipality, the funding model does not
change how much money exists county-wide; it changes who can claim it. The table below
applies the new model to the three libraries most likely to consider standing alone, comparing
what each receives today with what it would receive independent.

Library Today Under new model Difference
Hawley $61,648 $29,585 ($32,063)
Northern Wayne $36,221 $41,740 +$5,519
Pleasant Mount $34,322 $40,486 +$6,164

The result is uneven, and worth stating candidly. Hawley would lose the most, about $32,000,
because it could no longer claim the funding tied to Paupack and Palmyra, two of the county's
larger contributors. Northern Wayne and Pleasant Mount would come out slightly ahead on
paper, because their home municipality's contribution under the new model is larger than the
county aid they receive today. However, it is important to note that these three libraries would
have to seek this municipal funding independently, because the municipal services authority
code would not allow the Wayne Library Authority to collect and distribute fee revenue to a
library that is not part of its new consolidated independent library with branches. Additionally, a
library that opts out gives up more than a line in a funding table. It leaves behind the shared
integrated library system and catalog (SPARK), intracounty delivery, jointly licensed databases,
shared cataloging, the system website, and donor-management tools, and must pay for all of
these services independently. Each library must also meet every state standard for hours, staff
certification, and local financial effort to qualify for aid at all. The opt-out libraries' state aid is
also not guaranteed: if the state legislature does not act to recognize the new libraries, the
funding could be zero, which would lower their totals further.
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If a library chooses to remain independent

Some communities are asking what a library's relationship to the Alliance and the Authority
would be if it chooses not to consolidate. Through the 2027 transition year the federated
Alliance still exists, so every member library, including one that expects to decline, remains a
member for that year, continues to receive system services, and takes part in the Alliance's
ordinary business until the system is dissolved at consolidation. Once the consolidated entity is
formed on January 1, 2028, a library that declined is a stand-alone independent library and a
separate legal entity that is not part of the consolidated library or the Wayne Library Authority,
which together operate the county-wide system. Its relationship to both is that of an
independent library operating alongside them, cooperating where the parties contractually
agree.

A related question is how the communities an independent library serves today would be
treated. Under the Public Library Code, an independent library's recognized service area is only
the municipality in which it sits, so the other municipalities it now serves would, for state library
purposes, become part of the consolidated county library's service area. State aid and the
proposed Authority fee for those municipalities would follow that designation and flow to the
consolidated entity, while the independent library would retain its home municipality. This
follows from the Code, not from a choice by the Alliance or the study.

Because more than one library has signaled it may not join, the financial model has been run for
the consolidation-with-opt-outs scenario as well as for the full seven-library consolidation. That
analysis shows the consolidated entity and the independent libraries separately and can be
refreshed as each library confirms its intention, so the board can see the effect of any
combination of participants before it decides.

Libraries have also asked which shared services they would keep, and at what cost, if they
remain independent. The shared catalog and resource sharing (SPARK), intracounty delivery,
jointly licensed databases, shared cataloging, the system website, and system-level state-aid
coordination are provided through the federated system and, as a matter of law, end for a
library that is no longer part of it. An independent library could ask to purchase some of these
services by agreement where the consolidated entity is willing and able to provide them, but
that would be negotiated separately and at a cost to be determined, and some services tied to
system membership and state recognition may not be available to a non-member at all.

Because an independent library is a separate organization, it would not hold a seat on the
consolidated library's board or on the Authority, which govern the county-wide system and its
participating communities. An independent library would keep the voice that any independent
library has, through the Northeast Library District, the Office of Commonwealth Libraries, and
any service agreements it negotiates, but it would not have governance representation in the
consolidated entity's or the Authority's decisions.

The proposed structure is designed so that a library may join later. A library that decides to join
in the future would petition the consolidated board, complete due diligence, meet the standards
and conditions in place at that time, and agree to terms of admission covering assets, service
area, funding, and staffing, subject to board approval and any required Attorney General and
state approvals. Joining later can be more complex than joining at formation, because the state-
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aid program a new applicant must enter has been frozen since 2003, so the governing
documents would define the accession process clearly.

Finally, it helps to separate two kinds of decisions. Decisions of the federated Alliance that
affect all member libraries, such as shared services and the ordinary business of the current
system, remain open to every member while the federation exists through 2027. The
consolidation decisions, the plan of merger, the articles and bylaws of the new organization, and
its governance, belong only to the libraries that are consolidating, so a library that formally
declines does not vote on those merger-specific matters. Once the system dissolves at
consolidation, a library that declined is no longer part of the federation and does not take part
in the consolidated entity's governance.

Staffing and long-term sustainability

No employee loses a job in the consolidation plan. Every current staff member is retained, and
the model adds capacity over time rather than removing it, with additional hours and positions
concentrated at the smaller branches and a phased administrative team (an executive director,
shared cataloging, marketing, fundraising, technology, and finance) added as funding allows.
Any change to positions, hours, or pay would follow each library's needs and the timing of new
funding, and the fuller staffing build-out shown for 2029 and beyond depends on the fee being
in place.

The deeper reason to consolidate is sustainability, and it is the best option with or without new
funding. If state or county support tightens in the years ahead, a single county library with
branches is far better positioned to remain state-aided and to manage its resources than seven
separate libraries would be. Consolidation is the stronger model in good funding conditions and
the safer one in poor conditions.

Where the decision stands

This is an exploratory work in progress, with 2027 expected to be a transition and planning
year, and a consolidation decision targeted for the end of 2027, with a January 1, 2028
effective date if the Wayne Library Authority Board approves. The change requires Attorney
General review, and the county fee exploration would follow in 2028 with its own separate
approval process. The WLA board has made no final decision, and the purpose of this work is to
protect library service across Wayne County for years to come. The process and the
exploration have been completely transparent since inception and will continue to be so.

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 that 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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