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Special Library Board Meeting 
●​ Date: Monday, June 29, 2026 
●​ Time: 5:00 pm 
●​ Location: Main Library, 4th floor Board Room, and Remote via Zoom. 
●​ Zoom Link: Join the Library Board Meeting 

Members of the public are invited to provide comments in person during the Public Comment 
portion of the meeting or by submitting written comments in advance. 

●​ Written Comments: Submit comments via the Online Form 
●​ Note: Written comments will be attached to the Board minutes and distributed to Trustees. 

The City of Evanston and the Evanston Public Library are committed to ensuring accessibility for all 
citizens. If an accommodation is needed to participate in this meeting, please contact the Library at 
least 48 hours in advance of the meeting so that arrangements can be made. 

●​ Phone: 847-448-8650 
●​ TDD/TTY: 847-866-5095 

Meeting Agenda 
1.​ Call to Order: Declaration of a quorum. 
2.​ Land Acknowledgment:  
3.​ Citizen Comment: Public session not to exceed 45 minutes. 
4.​ Old Business 
5.​ New Business 

a.​ RFP Update (Discussion & Action) 
b.​ Transition Preparation (Discussion & Action) 
c.​ Appointment of transitional leadership 

6.​ Executive Session 
7.​ Adjournment 

Next Scheduled Meeting: July 15, 2026  

https://us06web.zoom.us/j/85083582729
https://forms.gle/16fGTFeqEFR6tmro8


 

MEMORANDUM 

 

To: ​ ​ Evanston Public Library Board of Trustees​
From: ​ Michelle Mills, Treasurer, EPL Board of Trustees​
Date: ​​ June 2, 2026​
Re: ​ ​ Context for Materials Included in This Packet 

 

Our special meeting is an appropriate moment to share with the public the substantive 
work the outgoing board has undertaken to resolve the City-library relationship — 
specifically the Intergovernmental Agreement (IGA) and Lease that remain unfinished. 
The materials included in this packet represent that complex record. I expected to finish 
my term on the Board this month and prepared transition memos for the new Treasurer 
and the new (and remaining) trustees. In doing so, I set up a file of all the relevant 
documents that would help share this institutional memory – many were already public. 
Since we are in a period of governance uncertainty, I think it is helpful to share these 
materials with this context so it is clear exactly what the issues are that are in play.  

The people of Evanston own the Library and City assets and pay taxes to each entity. 
Whether those resources flow to the City or to the Library, residents deserve to 
understand what they are getting for that full investment and whether it reflects the 
value of what they pay. When City-Library negotiations stall, we, the residents, bear the 
cost in deferred maintenance, reduced services, and a library that cannot fully realize its 
independent vision and strategic plan. The materials in this packet explain why, and 
what the Board has been working to change. 

Four principles have challenged reaching agreement: 

1)​ Capital access. EPL operates under a distinct statutory framework (the Illinois 
Local Library Act) that gives the Board independent governance authority, 
including the legal accountability to set a vision for library services and the fiscal 
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responsibility to carry that vision forward. What our current arrangement in 
Evanston does not provide is borrowing autonomy. Without the ability to borrow 
against a capital asset, the Board cannot fund the modernization Evanston's 
library requires on our own timeline. The current Main Library building was 
constructed in 1993–94 and replaced the original 1908 structure that was 
demolished in 1992. It has not had a major renovation since.  

Evanston faces over $150 million in deferred capital maintenance needs 
citywide. Without its own path to borrowing, EPL cannot move forward on library 
improvements that do not rise to the level of structural or security risks, and will 
remain dependent on a City capital queue it cannot control. The Board proposed 
asset transfer as one solution. If that path is not viable, the City needs to 
advance an alternative that gives EPL a meaningful way to access capital. That 
conversation is unresolved. 

2)​ Value from purchased services. The Library purchases services from the City, 
including HR, IT, legal, and facilities support. Residents deserve clarity about 
what those services include, what standards apply, and how performance is 
measured. Formalizing those expectations through Service Level Agreements is 
a precondition for accountability on both sides. 

3)​ Personal Property Replacement Tax (PPRT). Illinois created PPRT as a 
revenue source for local taxing bodies, including EPL. The Library has not 
consistently received its share — which means Evanston residents pay more in 
library levy to offset revenue that should already be flowing to EPL. This remains 
unresolved. 

4)​ The Orrington building. The City owns the Main Library building. The Library 
occupies and operates it. Under the Illinois Local Library Act (75 ILCS 5/4-7), the 
Library Board has authority over space dedicated to library purposes and the City 
cannot reassign or repurpose library areas without Board approval. The building 
must remain a library. Yet responsibility for maintaining and repairing it has never 
been fully resolved between the parties. The Board's goal is straightforward: the 
value of this public asset should accrue to Evanston residents, regardless of 
which set of public books it sits on. 

 

The attached materials document how the Board has analyzed and advanced each of 
these issues. In my, now uncertain, transition from the Board, I offer them to the public 
as part of an ongoing conversation, not a closed one. 
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Evanston Public Library 

New Trustee Orientation Memo: Institutional Context & Recent History 
Prepared for Board Onboarding  

 

MEMORANDUM 
 
To:    ​ ​ Current EPL Trustees 

Incoming EPL Trustees 
 
From:  ​​ Michelle Mills, Trustee and Outgoing Treasurer 

Term ending June 30, 2026 
 
Date: ​  ​ June 18, 2026 
 
Re:    ​ ​ Institutional context and recent history 
 
Attachments:​ See Drive folder titled Trustee Transition Documents 2026 

Purpose of This Document 
This memo gives you a grounded, honest account of where EPL has been over the last three 
years and why it matters for where we are going. It is not a comprehensive policy manual — you 
have the bylaws, the Illinois Local Library Act, and the Open Meetings Act for that. This is the 
institutional memory that doesn't always make it into packets. 
 
Read this alongside the documents in your onboarding folder. Where those documents give you 
the formal record, this gives you the arc.​
​
This document is intentionally scoped to one thing: helping you make sense of what you may be 
reading in the news or hearing in the community right now. Your onboarding will cover the rest 
— board bylaws, the Open Meetings Act, Robert’s Rules, board policy development, and the 
tools available to you including the board’s shared resources. This is the “what is actually going 
on” primer. 
 

Timeline at a Glance 

When Key Event Context 

~2022 Previous ED transition Karen Danczak’s decade-long tenure ended. 
Details are sensitive personnel matters — ask 
board leadership or refer to public news coverage 
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When Key Event Context 

from that period. Heather Norborg served as 
acting/interim ED during the subsequent search 
process. 

Summer–Fall 2023 ED search concludes Yolande Wilburn was hired following a search with 
deep staff and community stakeholder 
involvement. She began in November 2023. 

Late 2023 Staffing vacuum The longtime facilities manager retired, leaving a 
gap Yolande effectively absorbed. EPL also had 
approximately 15 vacant positions by early 2024 
— a combination of what she inherited and 
additional openings identified through a needs 
assessment. 

2024 MOU/City services 
review begins 

Yolande commissioned Meristem Advisors to 
analyze the value EPL receives from City 
administrative services — and what it would cost 
to self-provide them as an independent district. 

Oct. 2024 Moody Nolan facilities 
study 

Completed a concept-level cost estimate for 
building improvements. Estimated $20–21M 
needed to bring the Main Library to modern 
standards. Formal Facilities Master Plan still 
needed. 

Aug. 6, 2025 Meristem presentation 
(ILA) 

Meristem Advisors presented financial analysis to 
the Illinois Library Association — a slide-deck 
overview of EPL's financial position and district 
conversion scenarios. 

Sep. 18, 2025 Asset Transfer memo 
to City 

Board transmitted a formal memo to the City 
Council and Mayor Biss requesting transfer of the 
Main Library building asset to EPL. Framed as 
legally justified, financially appropriate, and 
non-precedent-setting. 

Sep. 2025 (Draft) Meristem full report Full written study released (Draft 2). More detailed 
than the August presentation — modeled three 
district conversion scenarios (Minimal, Base, 
Optimal) plus a "remain" case with recommended 
levy strategy. 

Oct. 10, 2025 Second City Council 
memo 

Board transmitted a follow-up memo on three 
topics: building asset transfer, IGA/Lease 
finalization, and HR/labor coordination. Requested 
City action deadlines. 

Nov. 10 & 20, 2025 CC flashpoint + 
Treasurer email 

At the 11/10/25 CC meeting, some Council 
members publicly accused the Board of avoiding a 
joint meeting — an unfair characterization of a 
legally grounded decision made on counsel’s 
advice. Levy approval was floated as potential 
leverage over internal Library operations. On 
11/20, the Treasurer sent a direct email to CC, the 
Mayor, and City leadership rebutting the public 

2 



When Key Event Context 

record and laying out the Board’s legal position. 
Email is in your folder. See Section 2 for full 
context. 

Nov. 2025 ED goes on leave Yolande went on leave in November 2025. 

Mar. 2026 ED resignation Yolande resigned. Heather Norborg resumed as 
Interim Executive Director. 

Spring 2026 Permanent ED search Board initiated process to engage a search firm for 
a permanent Executive Director — going directly to 
a permanent search rather than a formal interim 
search. 

June 2026 Board transition Tracy Fulce (Board President), Michelle Mills 
(Treasurer), and Catie Huggins (Secretary) 
complete their terms. Samia Amamoo, Arikpo 
Dada, Esther Wallen, and Meghan Shea resigned. 
New leadership transitions in. IGA/Lease 
negotiations ongoing counsel-to-counsel. 

 

1. Leadership History: What You're Inheriting 
EPL has had meaningful leadership turnover over a compressed period. Understanding it is 
essential — not to assign blame, but because the organization's current culture, staff trust 
levels, and community relationships have all been shaped by it. 

Karen Danczak (prior ED, ~10 years) 
Served as Executive Director for approximately a decade. Some operational practices and 
systems needed strengthening when the transition occurred. 

Heather Norborg (Interim, then again now) 
Served as acting/interim ED following Karen's departure, including through an extensive search 
process that involved deep staff and community input. Currently serving again as Interim ED 
following Yolande's resignation. Heather will return to her role as Assistant Director and brings 
institutional continuity as a long-time librarian. 

Yolande Wilburn (ED, November 2023 – March 2026) 
Hired following a rigorous search. Her employment agreement included structured performance 
expectations and a board accountability cycle. During her tenure she initiated several significant 
strategic moves to improve operations: the Meristem analysis, the Moody Nolan facilities study, 
and substantive work on converting the MOU with the City to a proper IGA with a lease. 
 
New trustees should request an executive session with board leadership to be appropriately 
briefed on the personnel matters from late 2025 through early 2026. Trustees may not reference 
details, circumstances, or protected personnel information of any employee departure in public 
session or materials.  
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2. The City Relationship: Complicated by Design 
EPL is a public library created under the Illinois Local Library Act (75 ILCS 5). We are not a City 
department. The Board has independent statutory authority over library funds, property, and 
personnel (75 ILCS 5/4-7). But we are deeply intertwined with the City in practice — the 
building, the levy, administrative services, and the union all create structural interdependence. 

Component Unit Status 
For governmental accounting and reporting purposes, EPL is a "component unit" of the City — 
legally separate, but financially accountable in ways that require inclusion in City reporting. This 
status affects how our financials appear in City audits, how our levy is processed, and how 
capital borrowing has historically worked. 

 

The MOU Problem 
EPL operated for years under a Memorandum of Understanding (MOU) with the City covering 
services like HR, IT, legal, and building maintenance. The MOU was outdated and did not 
clearly define service levels, cost allocations, or EPL's rights. It served its purpose for a time, but 
eventually it was clear to all parties it needed to be updated. That is not a question.  
 
Under Yolande's leadership, EPL hired Meristem Advisors to analyze what we are actually 
getting from the City versus what it would cost to self-provide those services as an independent 
district. This work revealed gaps and partly triggered the formal push to replace the MOU with 
an IGA (Intergovernmental Agreement) with a lease. That work is ongoing, currently at the 
counsel-to-counsel level. 

HR and Labor 
Library staff and City staff are represented by the same AFSCME bargaining unit. This means 
the Library has limited direct input into union negotiations, and City-wide employment policies 
apply to library staff in ways that can create friction. The Board's authority over personnel 
decisions is statutory (75 ILCS 5/4-7), but in practice the City HR department has been involved 
in ways that have not always aligned with EPL's interests or legal authority. This is purely 
descriptive and not a judgment.  
The October 2025 memo to City Council included a detailed framework for how HR authority 
should be structured going forward, making clear that EPL leadership retains final authority over 
hiring, discipline, and personnel outcomes, with City HR in a consulting and compliance role 
only. This issue has continued to evolve in a way to support EPL needs.  

The District Question 
The Meristem analysis modeled three scenarios for EPL as an independent district (Minimal, 
Base, Optimal), alongside a "remain" case. Key findings: 
 

●​ As a component unit of a Home Rule municipality, EPL currently has uncapped levy 
authority — valuable and worth protecting. 
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●​ As a district, EPL would be subject to PTELL (Property Tax Extension Limitation Law), 
capping annual increases to inflation + new property. 

●​ District conversion would require: City agreement, union negotiations for a new 
bargaining unit, building ownership resolution, staffing up HR/IT/Finance, and legal 
logistics. 

●​ Initial levy increases under district scenarios ranged from ~25–32% depending on 
service level, not counting capital. 

 
Neither the City nor the Board views district formation as a preferred outcome — it is a last 
resort if cooperative approaches fail. But understanding the analysis matters because it shapes 
the IGA negotiations and capital strategy. 

November 2025 Flashpoint 
 
If you have been following local news or community conversations, this is the period that 
generated the most public friction between EPL and City Council, and the most misinformation. 
Here is what was actually happening. 
 

●​ At a City Council meeting on November 10, 2025, some Council members publicly 
suggested that the Board was avoiding a joint meeting with them — a characterization 
that was both unfair and inaccurate. The Board had, in fact, declined a proposed joint 
meeting on counsel’s advice: many of the topics some Councilmembers wanted to 
discuss (e.g., internal personnel matters, staff concerns, the Executive Director) were 
matters that Illinois law assigns exclusively to the Library Board. A joint CC<>Board 
meeting centered on those topics would have blurred jurisdictional lines and created 
confusion about decision-making authority. That was not avoidance, it was appropriate 
legal conduct. The fact that this was characterized publicly as evasion was frustrating 
and unfair to the Board. 

●​ Separately, some Council members signaled that levy approval — which under the 
Illinois Local Library Act is a ministerial function once the Board sets the levy, not a 
discretionary one — could be used as leverage over internal Library operations. The 
Board’s legal position was unambiguous: that approach is not legally justifiable under the 
ILLA. 

●​ There was also public mischaracterization of the Meristem analysis — specifically, that 
commissioning a district-conversion study meant the Board intended to separate from 
the City. The Treasurer responded directly: pricing what independence would cost was 
straightforward fiduciary due diligence in the context of renegotiating the MOU/IGA. 
Understanding what you are paying for is not a threat to leave. 

●​ On November 20, 2025, the Treasurer sent a direct email to Mayor Biss, all City Council 
members, and City leadership (with EPL trustees on BCC) laying out the factual record 
on all of these points: the levy, the joint-meeting legal analysis, the AFSCME situation, 
and the capital/IGA work. That email is in your onboarding folder and is worth reading in 
full — both for the substance and as an example of how the Board tried to steady a 
conversation that was becoming politically charged. The core ask was simple: engage 
through appropriate legal channels, get the facts straight, and focus shared energy on 
the work where City-Library partnership is genuinely needed. 

 
As incoming trustees, you may still encounter residual community and staff sentiment from this 
period. The Board acted within the law, declined to participate in a forum that would have 
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muddied legal lanes, and tried to redirect the conversation toward productive shared work. That 
posture is supported by our legal counsel. 
 

3. Facilities: Urgent and Existential 
The current Main Library building at Orrington Avenue was constructed in 1993–94 and opened 
October 10, 1994, replacing the original 1908 structure that was demolished in 1992. It has not 
had a major renovation since. The City owns the building. 

What the Moody Nolan Study Found (October 2024) 
A concept-level cost estimate identified approximately $20–21 million in needed improvements 
— roof (since replaced at a cost of $2M), HVAC, ADA compliance, and modernization for 
current library programming and technology needs. This is not a full Facilities Master Plan; the 
strategic plan calls for one to be developed with City input, but it has not yet been completed. 

The Asset Transfer Proposal 
In September 2025, the Board transmitted a formal memo to the City Council proposing transfer 
of the Main Library building to EPL at no cost. The legal and financial case: 
 

●​ 75 ILCS 5/4-7 gives the Board authority over library space — the City cannot repurpose 
library spaces without Library Board approval. 

●​ Since EPL became governed by an independent Board in 2012, we should have been 
consistently receiving our share of the Personal Property Replacement Tax (PPRT). We 
haven't and we do not know why. Over the last five years alone, that is approximately 
$1.8M in foregone revenue. 

●​ EPL has invested millions in City-owned facilities (including $2M+ in Robert Crown and 
~$550K/year in debt service on city-issued bonds for library improvements) without 
ownership rights. 

●​ The City's capital backlog cannot accommodate $20M+ in library improvements. 
Transfer would let EPL borrow against the building and manage capital directly. 

 
We have been told through IGA discussions this is a non-starter, but not why. It is not fully clear 
that the City Council understands the complexity of this issue. See below.  

Facilities Staffing 
 
The Facilities Manager role is operationally critical and has been difficult to fill and retain. EPL 
hired someone into the role in 2025 and lost that individual during the year. EPL currently has a 
person in place who appears dedicated and qualified. Trustees should seek an update from the 
Interim ED on: the current state of the facilities and safety team, what challenges have persisted 
in this area, and what support or board action may be needed. 
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What Trustees (and CC) Should Know About the Orrington Building 
 
Because the building was purpose-built as a library, Illinois Library Law constrains the City from 
repurposing it as they could any other capital asset — but EPL doesn't own it, can't borrow 
against it directly, and depends on the City for major capital decisions. This is the central 
structural tension that the asset transfer and IGA are meant to resolve. 
 

4. Financial Position: Stable But Constrained 
EPL's operating finances are in reasonable health. Property taxes account for approximately 
86% of revenue. Personnel is approximately 76% of expenditure. The fund balance has been 
maintained near the 50% of annual expenditures target the Board has adopted as policy. 
 
What is not healthy: capital capacity. EPL has no meaningful ability to accumulate reserves 
sufficient for the $20M+ building modernization. That must come through borrowing, which 
requires either City action or the asset transfer. This is not an abstract governance question — it 
is a direct constraint on the library's ability to deliver services in a safe, modern facility. 

The Two Meristem Reports — Know the Difference 
There are two Meristem documents in your folder. They are related but distinct: 

●​ August 6, 2025 — Slide deck presentation (prepared for the Illinois Library Association). 
High-level overview of EPL's financial position and district conversion scenarios. Less 
detailed, intended for a broader audience. 

●​ September 2025 (Draft 2) — Full written study. Detailed financial modeling, PTELL 
analysis, levy projections, bond treatment, and capital needs analysis. This is the 
primary analytical document for governance purposes. 

 
The September report's "remain" case recommended a 10% levy increase for 2025 (filed 
December 2025 for FY26), returning to 5% annual increases thereafter. The Cook County 
revenue shortfall complicates actual receipts — ask the Finance Committee chair or Finance 
Manager for current status. 

Development 
Private fundraising is treated as a meaningful supplement to the property tax levy, not a 
nice-to-have. The Development & Advancement Plan (published in May 2025, also in the 
folder) targets approximately $900K in private revenue by end of 2027. Development Director 
Jennifer Shreve leads this work and is a highly capable partner. The endowment is held 
externally through ECF. 

5. Governance: What You Need to Know Now 

All of these topics will be in your onboarding and have additional in-depth training. They are only 
mentioned here for context and repetition.  

The Illinois Open Meetings Act (OMA) Is Not Optional 
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5 ILCS 120/ governs almost everything about how the Board operates. Highlights for new 
trustees: 

●​ Decisions must be made in properly noticed public meetings. Committee work does not 
substitute for Board action. 

●​ Serial communications — reaching a majority through individual conversations rather 
than a public meeting — can constitute an OMA violation. Be careful with email and side 
conversations. 

●​ Remote participation is allowed only under specific conditions (e.g., illness/disability, 
employment/business, family/emergency, or unexpected childcare).  

●​ Executive session is available only for enumerated purposes. What is said in exec 
session stays there. 

 
The Board has been actively tightening OMA compliance. If you are uncertain whether 
something is appropriate, ask before acting — not after. 

Committee Structure 
 
The Board operates through four standing committees: Finance, Management (sometimes 
called Management/Personnel), Facilities, and DEIB. Each has a trustee chair. The ED and 
relevant staff attend. Regular agendas are structured around staff reports plus committee 
reporting. You will be appointed to committees by the Board President. 
 
There is ongoing work on the DEIB committee structure — community member attendance 
patterns have made achieving quorum difficult. A two-track model (OMA-compliant standing 
committee plus a separate community advisory council) is being explored. 

Board-ED Relationship 
 
The Board hires, evaluates, and (if necessary) terminates the Executive Director, the Board’s 
one employee. The ED manages all staff. Trustees do not direct staff. If you have an operational 
question or concern, channel it through the ED or the Board President — not directly to library 
employees. The Board must manage the ED through proper employer/employee processes and 
have a process for handling performance issues, training, etc.  

Robert's Rules 
The Board operates under Robert's Rules of Order Newly Revised (RONR). If you are new to 
formal parliamentary procedure, Robert's Rules in Brief is the right starting point. You do not 
need to be an expert, but you need to know the basics: how motions are made and seconded, 
how amendments work, and how votes are recorded. 

6. Questions to Ask Your First 30 Days 
You have a lot of documents. Here is where to focus your early attention: 

●​ Review the Illinois Local Library Act (75 ILCS 5) — especially 4-7 and 4-9. This is the 
legal foundation for everything. 

●​ Read the EPL bylaws (Draft October 2023, amended March 2026). Understand how 
trustees are appointed, how committees work, and what quorum requirements are. 
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●​ You are separately trained on the Open Meetings Act (5 ILCS 120/). This is important.  
●​ Review the two Board memos to City Council (September 18 and October 10, 2025). 

These lay out the Board's current position on the IGA, asset transfer, and HR structure. 
●​ Ask the Finance Committee chair or Finance Manager: What is the current status of 

Cook County revenue receipts? What is the fund balance as of the most recent close? 
●​ Ask the Board President: What is the status of IGA/lease negotiations? What is the 

timeline and process for the permanent ED search? Note: if the City approaches EPL 
about a joint meeting, consult Board counsel (Kevin Noll) before agreeing — joint 
meetings with City Council raise jurisdictional and OMA notice issues that need legal 
review first. 

●​ Ask your committee chair: What is on the committee's current agenda? What decisions 
are expected in the next 90 days? 
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Evanston Public Library 

Treasurer Transition 
Prepared for new Treasuer and EPL Trustee context  

 

MEMORANDUM 
 
To:    ​ ​ Victoria Shire, Trustee 

Incoming Treasurer, Evanston Public Library Board of Trustees 
 

Cc:​ ​ EPL Trustees 
 
From:  ​​ Michelle Mills, Trustee and Outgoing Treasurer 

Term ending June 30, 2026 
 
Date: ​  ​ June 18, 2026 
 
Re:    ​ ​ Treasurer Transition 
 
Attachments:​ See Drive folder titled Trustee Transition Documents 2026 
 
This memo summarizes what I believe the incoming Treasurer needs to know to hit the ground 
running. I have tried to be direct about what is settled, what is in progress, and what requires 
active attention. I am available to answer questions now and after my term ends. 

1. The Role 
 
The Treasurer is the Board’s financial officer and Chair of the Finance Committee. Formal duties 
under the bylaws include: ensuring library funds are received, safely kept, and deposited or 
invested in Board-approved depositories; authorizing disbursements only with Board approval; 
overseeing preparation of monthly and annual financial reports; and ensuring timely filing of 
required governmental reports. The Treasurer must be bonded. 
The Finance Committee’s charge is to collaborate with the Executive Director on the annual 
budget, oversee endowment investment funds, meet regularly, and report to the Board on 
financial matters. This can be wide-reaching, so it is up to the Board officers to create the proper 
ongoing boundaries for this role, committee, and others.  
 

2. Monthly Rhythm 
The practical monthly Finance Committee work has consisted of: 

https://drive.google.com/drive/folders/1RHfHrrxutHHs7G0R7uCHAPKzPbeufUg_?usp=drive_link


●​ Reviewing the upcoming Board packet finance items before the meeting. The cadence 
of the full board meeting is the third Wednesday, so we have been meeting on the 
second Thursday, which mostly keeps us on the right cadence, but is not perfect.  

●​ Reviewing bills, payroll, purchasing card activity, and any unusual items before Board 
approval 

●​ Asking Sameer about budget-to-actual trends, vacancies, hiring impacts, development 
revenue, major facilities costs, and legal/consulting expenses 

●​ Preparing a concise oral Finance Committee report for the Board, includes reiterating 
some of Sameer’s content to make sure it was clear to the Board in terms of the Board’s 
responsibility  

●​ Maintaining OMA discipline: committee discussions are public unless a valid 
closed-session exception applies; spending authorizations require recorded roll-call 
votes 

 
The Board routinely approves payroll, Library Fund bills, and purchasing card charges through 
the consent agenda. The Finance Committee is a great place to raise any questions.  
 

3. Budget and Levy 
The annual cycle includes: special budget presentation, public budget hearing, Truth in Taxation 
hearing, City Council budget presentation, and Board adoption of the tax levy. The Treasurer 
needs to keep the Board focused on this calendar early. 
 
Key budget facts (CY2026): 

●​ Total operating budget: approximately $10M 
●​ Labor (wages and benefits): approximately 75% of operating budget (75.25% per EPL’s 

own CY2026 IPLAR reporting; FY2025 actuals were $7,107,733 in staff expenditures out 
of $9,844,989 total operating expenditures, or 72.2%) 

●​ Revenue: approximately 90% from property tax levy; approximately 7% from donations 
and grants 

●​ Debt service: approximately 5% of budget (Library Debt Service Fund ~$577K/year) 
 
Current pressure points: 

●​ Labor is the dominant cost driver. Vacancy assumptions can materially change projected 
surplus or deficit. 

●​ The Board should continue asking whether the budget is structurally balanced without 
relying on temporary vacancies. 

●​ PPRT (Personal Property Replacement Tax): EPL and the City are still finalizing EPL’s 
share and administrative process. This is an open item that could add meaningful 
revenue once resolved. I will share a memo covering PPRT for background as an 
appendix.  

 
Note on levy authority: City Council’s role in approving the levy is ministerial under the Illinois 
Local Library Act — they incorporate the Board’s amount into the City’s tax levy ordinance, 
subject to legal caps. Be prepared to explain this if it resurfaces. We have multiple legal 



opinions on this, but it comes up every year, especially when there are new City Council 
members.  See folder.  
 

4. Collective Bargaining Agreement and the CY2027 Levy 
This is a live, time-sensitive issue for the incoming Treasurer. 
 
The current AFSCME collective bargaining agreement is a three-year agreement. Its expiration 
and the CY2027 budget cycle are not perfectly aligned — the new agreement may not be 
finalized before the Board begins setting the CY2027 budget in September 2026. 
 
Why this matters: 

●​ Staff compensation and benefits constitute approximately 75% of EPL’s operating 
budget. Any wage and benefit increases in the new agreement will flow directly into the 
levy request. 

●​ The Board cannot finalize a structurally sound levy without knowing the compensation 
and benefit commitments of the new agreement. 

●​ The CY2027 levy must be calibrated to reflect whatever three-year agreement is 
reached. 

 
Action: Make CBA timeline and levy scenario modeling a standing Finance Committee 
agenda item beginning no later than August 2026. Ensure Sameer has low/mid/high 
compensation projections ready for the Board by September. 
 

5. Cook County Revenue – Outstanding Balance and CY2026 Delay 
As of June 2026, EPL has not received approximately $600,000 of its CY2025 property tax levy 
from Cook County. There has been no reconciliation or explanation from the County. This is not 
unique to EPL — many Illinois libraries are in the same position, and there is no systematic 
reconciliation process between the County and affected libraries at this time. 
 
Additionally, Cook County appears to be running behind on CY2026 collections, which will likely 
cause corresponding delays in disbursements to the library this year. 
 
Bridge loan option: 

●​ EPL may be eligible for a short-term bridge loan through the City of Evanston, which 
serves as EPL’s fiscal intermediary for this type of borrowing. 

●​ Interim ED Heather Norborg and Finance Manager Sameer Notta have confirmed that 
current understanding is that EPL would need to exhaust its full operational fund balance 
before qualifying. They are actively exploring the exact terms and thresholds of that 
program. Please note the Board policy on the operational fund balance in these 
discussions.  



●​ Staff will also work with the City well in advance to assess capital pathways and options 
in the event that County collections again fall short of what is owed. 

 
Action: Monitor County reconciliation updates closely. Track cash flow projections 
through Q3–Q4 2026. Coordinate with Sameer and Heather on bridge loan eligibility 
requirements and Board policies. 
 

6. IGA, Lease, and City Relationship 
The Intergovernmental Agreement (IGA) and lease govern how EPL and the City interact on 
administrative services, building use, capital maintenance, HR, IT, legal, and finances. This is 
not merely a legal document matter — it directly affects the budget, capital planning, and EPL’s 
long-term financial independence. 
 
Current status: Board counsel continues to work with the City’s Corporation Counsel toward 
agreement in principle on the IGA and lease. The Board articulated its positions on how it hoped 
to move forward in three written communications to City Council and the Mayor: September, 
October, and December 2025 (in folder). Those memos remain part of the record. The next 
phase of this work involves determining the appropriate mechanisms for productive engagement 
with City Council on matters of shared jurisdiction, while ensuring each body operates within its 
proper legal lane. 
 
Key principles the incoming Treasurer should be prepared to uphold: 

●​ EPL has not been a City department since 2012. It is an independent statutory body 
under the Illinois Local Library Act called a component unit. It is also not a fully 
independent District Library.  

●​ EPL relies on City administrative services and pays for them. These are purchased 
services, not “shared services.” 

●​ The City owns the main library building. This creates a structural constraint on EPL’s 
capital access. 

●​ Reserve funds (operating fund balance) are not capital funds. They are operational 
continuity instruments. 

●​ PPRT can either be part of this, or we can publicly raise money through the levy to offset 
(which is what we do now). We need to be more transparent with the public about this.  

7. Capital, Facilities, and Building Ownership 
The 2025 Strategic Plan calls for a Facilities Master Plan, space assessment, and renovation or 
relocation planning. These are directly tied to finances and to the unresolved capital access 
question. 
 
The structural problem: because the City owns the main library building, City Council determines 
which buildings receive capital repairs across city infrastructure. EPL cannot independently 
borrow for capital improvements without owning the asset. 
 



The asset transfer proposal: the Board has advanced a proposal to move the building onto 
EPL’s books, which would allow EPL to borrow for improvements tied to library needs. This 
requires the City to complete a feasibility study and advance a term sheet. Whether and when 
this moves forward is the single most consequential structural question for long-term capital 
access. The EPL Board has been told this is a non-starter, but it is unclear why and what 
alternative the City is proposing to advance the library’s capital needs.  
 
While this effort is delayed, leaders are defaulting to the 2014 Memorandum of Understanding 
(MOU), which is not clear enough to handle today’s business and has led to most of the conflict.  
 
Questions to keep in front of the Board: 

●​ Who is legally and financially responsible for the library’s physical infrastructure and the 
risks of delayed improvements? 

●​ If City bonds are used for library-related capital, what is EPL obligated to repay, under 
what authority, and on what timeline? 

●​ Are facilities capital needs built into the capital fund budget, and when does spending 
actually occur? Capital fund expenditures have historically lagged. 

●​ How will the LIbrary Board exercise control of capital spending for the library in this 
current arrangement? 

 

8. Fund Balance, Reserves, and Liquidity 
The Board approved the Fund Balance and Reserve Policy in August 2025. Read it carefully 
and confirm with Sameer how it is being applied. 
 
Current snapshot (as of February 2026): 

●​ FY2025 levy: $7,485,673 received (87% of FY2025 budget) as of February 9, 2026, with 
approximately $1.1M still outstanding from Cook County at that time. 

●​ Reserve balance: approximately $4.1M as of February 9, 2026, sufficient to cover 
approximately five months of operating expenses per EPL’s financial policy. 

●​ Note: the $600K outstanding as of June 2026 (see Section 5) represents a further 
narrowing of that picture. Monitor closely. 

●​ Cook County timing is a recurring pattern due to their 10 year implementation of a 
problematic IT system. Reserves exist precisely to bridge these gaps — but must be 
protected from other uses so they remain available. 

 

9. Endowment and Investment Oversight 
The Finance Committee is responsible for overseeing endowment investment funds. With board 
approval, the staff worked with ECF to strategically move funds to ECF from Vanguard to 
streamline investment accounts in the Spring of 2026. ​
 
Confirm on arrival: 



●​ Who has account access and receives statements 
●​ All accounts are titled correctly in EPL’s name 
●​ Investment policy, authorized signers, and Board-approved depositories 
●​ Whether reporting format is sufficient for Board oversight 
●​ Any donor restrictions or spending rules that apply to specific funds 

 

10. Strategic Plan Alignment 
The 2025–2027 Strategic Plan should be read as a financial document. Its goals for facilities, 
technology, staff resources, development, and budget alignment all have cost implications. 
Regularly ask which goals have budget implications in the current year, which require one-time 
vs. recurring funding, and whether strategic priorities are built into the budget or remain 
aspirational. 
 

11. Development and Fundraising 
Development is in a strong position heading into the second half of 2026 and is on track with the 
Strategic Development and Advancement Plan (May 2025, in folder), which targets 
approximately $900,000 in private revenue by end of 2027. Jennifer Shreve is the primary 
partner on this work. We hired a vendor to support the development of the plan in 2025 (Nicole 
Amling) and she is an excellent resource on development and fractional-CFO adjacent needs. 
We use Blackbaud for development database needs and Jennifer has been cleaning the data 
for over a year to use it more strategically.  
 
Financial discipline to maintain: 

●​ Track development revenue separately from tax-supported operations 
●​ Distinguish restricted from unrestricted gifts 
●​ Do not allow fundraising projections to obscure the baseline operating picture in 

budget-to-actual reporting 
 

12. Personnel, Vacancies, and Labor 
Labor is approximately 75% of operating expenses, and vacancy levels materially affect both 
projected spending and actual service delivery. Watch for: 

●​ Vacancy savings versus service impacts 
●​ Whether new positions are funded for partial-year or full-year costs 
●​ Impact of AFSCME wage increases (see Section 4) 
●​ Whether EPL has sufficient internal HR capacity — multiple positions have been in 

‘pending HR’ status due to City coordination delays, most recently the city-HR support 
has been helpful, but this is very new 

●​ Whether interim or permanent ED search costs are budgeted/ using vacancy overage 

 



13. Executive Director Transition 
Heather Norborg is currently serving as Interim ED. The Treasurer should understand the 
financial implications of the transition: search firm costs, interim compensation assumptions, 
legal review costs, and the budget impact of any overlap or acting pay arrangements. The 
Board’s authority to hire, evaluate, and dismiss the ED must remain clear in all budget and IGA 
discussions. 
 

14. Legal, Consulting, and Professional Services 
Professional services are a recurring area to monitor. Recent bills have included HR Source, 
board counsel (especially to support CBA negotiation in 2026, but also finalizing two 
departures), translation services, facilities vendors, and strategic consultants. Monthly: ask 
whether costs are one-time or ongoing, what they are tied to, whether contracts need Board 
approval or renewal, and whether any consultant work could be moved to staff capacity. 
 

15. Board Policy Development 
In 2024, the Board was trained on Finance issues for a government board. One of the gaps for 
this board was some financial policies for the board – this includes how the board and ED seek 
approval for expenses/reimbursements with proper fiduciary controls. The board conducted a 
larger assessment of board governance/policy gaps and began the process of writing new 
policies, led by Trustee and VP Dada under the Management Committee. The Finance Policies 
are largely drafted and ready to move forward to the board. You should consider doing this as 
soon as practical.  
 

16. Monthly Packet Review Checklist 
●​ Compare bills, payroll, and purchasing card totals to prior months 
●​ Scan for large, unusual, duplicate, prior-year, or miscoded expenses 
●​ Watch legal, consulting, HR, facilities, and collection spikes 
●​ Ask about grant-funded expenses and reimbursement timing 
●​ Review development report for actuals versus goals 
●​ Review vacancy and hiring updates for budget impact 
●​ Confirm any agenda item involving spending has a clear recommended action and 

roll-call vote 
●​ Prepare a short Board update focused on decisions, risks, and next steps 

17. Key Relationships 
●​ Interim/Permanent Executive Director (Heather Norborg, Interim ED) 
●​ Finance Manager (Sameer Notta) — primary day-to-day staff finance contact 
●​ Facilities Committee Chair (vacant, following Catie’s departure) — essential for capital 

planning coordination 



●​ Development Director (Jennifer Shreve) — for fundraising revenue tracking 
●​ Board counsel (Kevin – should go through Board president) — especially for IGA, lease, 

levy, capital, and governance questions 

18. Highest-Risk Areas 
●​ City/EPL relationship: IGA and lease remain unfinalized; administrative services, capital 

obligations, and building ownership are all in flux 
●​ FY27 budget: Sameer will be OOO soon and for a month. I would check in with him and 

Heather for a project plan on the budget and board engagement.  
●​ Capital funding gap: significant deferred maintenance with no clean borrowing pathway 

unless the asset transfer proposal advances 
●​ Cook County revenue uncertainty: recurring collection delays with no reconciliation 

mechanism; bridge loan program has a high qualifying threshold 
●​ CBA/levy misalignment: three-year bargaining agreement may not be finalized before 

the September levy cycle — creates budget modeling risk 
●​ Structural budget pressure: labor-heavy budget, levy sensitivity, and vacancy 

assumptions that can mask underlying deficits 
●​ RFP for search firm – aligning with new Board on timeline and executing a new contract 

 

19. Recommended First 30 Days 
●​ Meet with Sameer Notta (he will be OOO for some of this time): walk through the budget, 

chart of accounts, monthly reports, fund balance, reserves, levy calendar, and current 
pain points 

●​ Meet with the Interim ED to align on Finance Committee priorities 
●​ Read the Fund Balance and Reserve Policy 
●​ Review current year budget, prior year actuals, and latest budget-to-actual report 
●​ Review the most recent bills/payroll/purchasing card packet 
●​ Ask Sameer for a briefing on the Cook County outstanding balance, bridge loan program 

terms, and cash flow projections through year-end 
●​ Confirm Finance Committee meeting calendar and recurring agenda template 
●​ Review strategic plan goals with financial implications in the next 12 months 
●​ Confirm investment/endowment accounts: access, titling, reporting, and policies 
●​ Ask about PPRT: current status and when EPL might see revenue from this source 
●​ Draft a simple Finance Committee work plan for the next 3–6 months, including CBA 

scenario modeling for the September levy process 
 

Attachments 
●​ See the folder titled: “Trustee transition documents 2026”, which contains a number of 

useful source materials and references.  
 
 



1 
 

 

 

Strategic Development and Advancement Plan 
2025 – 2027 

 
The Evanston Public Library is a beloved public institution that offers accessible resources 
and highly attended programs to Evanston residents of all ages at no cost. The library helps 
residents discover their passions and build community. The library’s goodwill in the 
community presents a strategic opportunity to increase private fundraising efforts.  
 
Evanston Public Library relies on private fundraising to supplement the property tax 
revenue and other sources of revenue that make up its $9.4 million budget. In 2024, private 
fundraising accounted for 6% of the library’s total revenue and approximately 2% of the 
city’s population donated to the library.  
 
Evanston Public Library has ambitious goals for growth and expansion as outlined in the 
library’s 2024 strategic plan. With focused, strategic actions that cultivate existing donors 
and develop relationships with new donors and institutions, the library can expand its 
private fundraising efforts to fund that growth and expansion. The following plan outlines 
how the library will increase private revenue from nearly $600,000 in 2024 to $900,000 
by the end of 2027.  

 

 2024 

Actual 

2025 

Budget 

NEW:  

2025 Goal 

NEW:  

2026 Goal 

NEW:  

2027 Goal 

Individual Giving $462,180 $400,000 $550,000 $600,000 $700,000 

Grants $128,160 $80,000 $80,000 $100,000 $120,000 

Corporate  $0 $0 $20,000 $30,000 $40,000 

Special Events $0 $0 $0 $20,000 $40,000 

Fundraising Total $590,340 $480,000 $650,000 $750,000 $900,000 

Year-over-Year 
Growth  -17% 10% 15% 20% 
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The Evanston Public Library is fortunate to already have a large and generous individual 
giving base; donors are personally invested in the library’s mission and see the critical role 
it plays in the community. Combined with the community’s high level of civic engagement 
and relative affluence (median household annual income is close to $100,000), there is 
tremendous potential to grow the library’s individual giving efforts over the next three years.  
 
With the goal of increasing individual giving, the development team will focus on 
stewarding and retaining existing donors, creating new opportunities to give, cultivating 
fundraising ambassadors, and utilizing its data to better engage donors. To supplement 
limited staffing on the development team, consultants can be retained to support donor 
strategy and content development. By the end of 2027, we expect individual giving to 
increase by 50%.  
 

 
Key strategies include: 
 
• Retain major donors through personalized outreach: In 2024, 82 major donors 

(defined as giving $1,000 or more in a fiscal year) contributed 60% of the total individual 
giving, or just over $275,000. Each of those major donors needs a personalized, high-
touch cultivation plan to ensure their “stickiness” to the Evanston Public Library and 
their renewal gift in future years at the same or higher level. The Development Manager 
and Executive Director, as necessary, should prioritize building personal relationships 
with these donors.  

Measure of Success: 80% of the previous year’s major donors retained.   
 

• Establish a new donor recognition program: Evanston Public Library is in the process 
of creating a facilities master plan that will result in either renovation or relocation. 
Either option presents a unique opportunity to create a new donor program that 
provides public donor recognition for a substantial gift (either via naming opportunities 

 2024 

Actual 

2025 

Budget 

NEW:  

2025 Goal 

NEW:  

2026 Goal 

NEW:  

2027 Goal 

Individual Giving $462,180 $400,000 $550,000 $600,000 $700,000 

Growth Strategy 1: Substantially increase individual giving through personalized 
cultivation and new giving strategies. 
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or a donor wall). This new giving opportunity provides an opening to make larger, capital 
asks and engages donors in the library’s future.  

Measure of Success: New program is developed and at least $100,000 is raised.  
 

• Implement three individual giving campaigns per year: The Development team is 
over-relying on the end-of-year appeal, which brings in 65% of individual giving and 
does not sufficiently engage donors throughout the rest of the year. By creating more 
robust spring and summer campaigns, tied to library impact and donor motivations, the 
library can expand and shift individual giving. These annual campaigns should be 
designed to engage new donors, thus building a pipeline of potential mid-level and 
major donors.  

Measure of Success: 10% growth in total number of gifts year-over-year.  
 
• Develop a robust volunteer fundraising operation: Evanston Public Library is 

fortunate to have an energized and committed volunteer base (including the Board of 
Directors, Partners for Evanston Public Library or PEPL, and fundraising campaign 
volunteers) that are willing to play a more active role in fundraising. The development 
team will harness this energy by creating structured opportunities for volunteers to 
serve as fundraising ambassadors and aides, providing the support and direction to 
ensure their success. Opportunities may include peer-to-peer fundraising, special 
event planning, and/or donor stewardship.  

Measure of Success: Volunteers will fundraise $20,000 annually.  
 

• Increase donor targeting via improved data management: Donor data should be able 
to tell us who is donating, who we are missing, and how we can deepen donor 
engagement. Evanston Public Library needs to improve its usage of Raiser’s Edge in 
order to easily and regularly pull reports on appeal success rates, donor engagement, 
donor history, lapsed donors, new donors, and more. By ensuring data is entered in a 
way that makes these reports possible and reviewing the data on a regular basis, the 
development team will be able to better target fundraising efforts and adjust its 
fundraising strategy in real time.  

Measure of Success: 20% of lapsed donors will make a gift annually.  
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Institutional giving strategies are changing across the country as nonprofits and other 
public-serving organizations grapple with the sunsetting of APRA (American Rescue Plan 
Act, the COVID-relief package), the massive budget cuts proposed by the Trump 
administration, and the shifting priorities of philanthropy. For example, over half of the 
library revenue raised by grants in 2024 originated from federal government agencies (just 
over $72,000) and those programs are at risk of being cut. 
 
The Evanston Public Library is not alone in seeing a decrease in grant funding (down by 23% 
since 2022), but it does require a shift in focus. As the development team works to 
rejuvenate the grant portfolio and prioritize larger funding opportunities, we will also 
expand to build sustainable relationships with companies that do business in and want to 
support Evanston. To supplement limited staffing on the development team, consultants 
can be retained to support prospect research and grant writing. By the end of 2027, we 
expect institutional giving to increase by 25%.  
 

 
Key strategies include: 
 

• Update grant forecast quarterly based on probability and return on investment: 
In this fast-changing environment, it is critical for the Development team and key 
program leaders to reevaluate the grant forecast every three months, making 
strategic decisions on where to prioritize time and energy. Prospective grant 
applications should be ranked by probability of success (based on history of funding 
and external factors), return on investment (grant size vs. application effort), and 
alignment with the library’s program priorities. Priority should be given to well-
aligned, likely, and larger renewals, freeing up staff time to focus on prospecting 
new foundations and corporations.    

Measure of Success: Average grant size increases to $10,000.   

 2024 

Actual 

2025 

Budget 

NEW:  

2025 Goal 

NEW:  

2026 Goal 

NEW:  

2027 Goal 

Grants $128,160 $80,000 $80,000 $100,000 $120,000 

Corporate  $0 $0 $20,000 $30,000 $40,000 

Growth Strategy 2: Recalibrate institutional giving to reduce reliance on federal 
funding and explore new corporate and foundation funding. 
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• Solicit new foundations: With the uncertainty in government funding, this is a great 

time to start exploring grant opportunities from private foundations. Evanston Public 
Library can fit into several common giving priorities including literacy, digital literacy, 
early childhood education, youth development, senior services, civic engagement, 
and more. The Development Team will start researching, prospecting, and building 
relationships with new foundations in order to expand institutional giving. 

Measure of Success: 3 new foundation applications submitted and 1 new 
grant award per year. 

 
• Solicit new corporations: The library has not solicited corporate donations in the 

past, representing a whole new sector to explore and cultivate. With the help of the 
Board, PEPL, and fundraising volunteers, the Development team will create a robust 
list of corporate prospects that meet one of the following criteria: 1) are located in or 
do business in Evanston; 2) fund other cultural institutions in the area; or 3) are 
aligned with the library’s mission and goals. Based on their giving mechanisms, 
companies will be solicited for grants, program or event sponsorships, in-kind 
donations, or capital gifts.  

Measure of Success: 5 new corporate applications submitted and 2 new 
awards per year. 
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Libraries are one of the last remaining trusted and celebrated institutions in American 
society. While only 22% of Americans say they trust the government to do what is right and 
31% report confidence in the news media, a remarkable 78% of Americans trust their local 
library. In Evanston in particular, the library is a treasured civic institution that provides a 
nonpartisan public good.  
 
Donors, patrons, and residents are hungry for the joy, learning, and sense of community 
that the library provides. Through this plan, we will create an external affairs strategy that 
capitalizes on this goodwill and provides new messages and venues through which the 
public can connect to the library. To supplement limited staffing on the development team, 
consultants can be retained to support content development and event planning. This is a 
new revenue stream that has the potential to raise $40,000 annually by 2027. 
 

 
Key strategies include: 
 

• Create a new case for support (and update annually): The Evanston Public Library 
has relied on the same deficit-based fundraising pitch for at least the last five years. 
It’s time for a refresh that is asset-based, emphasizing all the benefits the library 
brings to the community and staying relevant to the current times. In the first quarter 
of every year, the Development team, in conjunction with Marketing and 
Communications and potentially content development consultants, will develop an 
annual case for support and a compelling fundraising message that can be used for 
individual and institutional solicitations throughout the year.  

Measure of Success: Case for support updated annually.  
 

 2024 

Actual 

2025 

Budget 

NEW:  

2025 Goal 

NEW:  

2026 Goal 

NEW:  

2027 Goal 

Special Events 

(Net) $0 $0 $0 $20,000 $40,000 

Growth Strategy 3: Increase the library’s public fundraising presence with more 
impactful messaging and direct patron engagement, and by piloting special events. 
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• Build new audiences for fundraising pitch: In 2024, there were nearly 30,000 
library card holders and 440,000 visits to the library. To capitalize on that traffic, the 
Development team will brainstorm and execute new, creative strategies to engage 
library patrons as donors. Options may include new signage and collateral, targeted 
emails to library super users, direct pitches to program participants, pop-up 
donation stations, and more. These strategies can also be a great way to engage 
PEPL and other volunteers as fundraising ambassadors. (It is also recommended 
that the monthly donor e-newsletter be evaluated for its effectiveness as a donor 
stewardship tool.) 

Measure of Success: 10% annual increase in the number of new donors.  
 

• Pilot a fundraising special event: The library has not hosted a fundraiser 
previously, so it is worth exploring whether special events can be a revenue 
generator and community builder. Fundraising events can be labor intensive, and 
the Evanston calendar is already full of events for a good cause, which is why we 
recommend piloting a spring event in 2026 and reevaluating the strategy after that. 
Again, this strategy could be a great way to engage PEPL and fundraising volunteers 
on a planning committee and as solicitors of in-kind donations and ticket sales. The 
library might consider hosting the event at the library itself to save on venue fees 
and to bring donors and prospects into the space.  

Measure of Success: Execute at least one fundraising special event and 
evaluate.    
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Annual Scorecard 

Strategic Development and Advancement Plan 

 

Growth 

Strategy 
Measure of Success 

2025 

Outcome 

2026 

Outcome 

2027 

Outcome 

Individual 

Giving 

Retain 80% of the previous 

year’s major donors  

   

Develop new donor 

recognition program and raise 

$100,000 

   

10% growth in total number of 

gifts year-over-year 

   

Volunteers fundraise $20,000 

annually 

   

20% of lapsed donors make a 

gift annually 

   

Institutional 

Giving 

Average grant size increases to 

$10,000 

   

3 new foundation applications 

submitted and 1 new grant 

award per year 

   

5 new corporate applications 

submitted and 2 new awards 

per year 

   

External 

Affairs 

Case for support updated 

annually 

   

10% annual increase in the 

number of new donors 

   

Execute at least one 

fundraising special event  
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Suggested Annual Calendar 
 

January 

• Write annual case for support 

• Quarterly grant review 

• Personalized thank you notes or calls to winter appeal donors 

• Collect annual list of in-kind and sponsorship needs  

February 

• Plan spring fundraising event 

• Set annual volunteer fundraising goal and develop engagement 

plan  

March 
• Prep for spring appeal 

• Complete biannual prospecting of foundations and corporations  

April 

• Launch spring appeal for National Library Week 

• Test out a new patron-facing engagement opportunity 

• Quarterly grant review 

May 

• Host spring fundraising event 

• Prep for summer appeal 

• Personalized thank you notes or calls to spring appeal donors 

June • Launch summer appeal for Summer Reading 

July 
• Quarterly grant review 

• Test out a new patron-facing engagement opportunity 

August • Personalized thank you notes or calls to summer appeal donors 

September • Complete biannual prospecting of foundations and corporations 

October 
• Prep for winter appeal 

• Quarterly grant review 

November 
• Launch winter appeal 

• Test out a new patron-facing engagement opportunity 

December • Make a big splash for Giving Tuesday  
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NOTES REGARDING PREPARATION OF ESTIMATE

This estimate was prepared based on the following documents provided by Moody Nolan:

1. EPL Conceptual Program & Planning Study dated September 20, 2024.
2. Basement Floor Narrative dated September 20, 2024.
3. First Floor Narrative dated September 20, 2024.
4. Second Floor Narrative dated September 20, 2024.
5. Third Floor Narrative dated September 20, 2024.
6. Fourth Floor Narrative dated September 20, 2024.
7. Original construction documents dated July 22, 1993.

8. Information regarding the project was also obtained via meetings, phone conversations, 
and email messages that clarified the project scope.

BIDDING PROCESS - MARKET CONDITIONS

This document is based on the measurement and pricing of quantities wherever information is provided and/or 
reasonable assumptions for other work not covered in the drawings or specifications, as stated within this 
document. Unit rates have been generated from current material/labor rates, historical production data, and 
discussions with relevant subcontractors and material suppliers. The unit rates reflect current bid costs in the area. 
All unit rates relevant to subcontractor work include the subcontractors overhead and profit unless otherwise stated. 

Pricing reflects probable construction costs obtainable in the Chicago, Illinois area on the bid date.
This estimate is a determination of fair market value for the construction of this project. It is not a prediction 
of low bid. Pricing assumes competitive bidding for every portion of the construction work for all subcontractors 
with a minimum of 3 bidders for all items of subcontracted work and a with a minimum of 3 bidders for a 
general contractor. Experience indicates that a fewer number of bidders may result in higher bids, conversely 
an increased number of bidders may result in more competitive bids.

Since The Concord Group has no control over the cost of labor, material, equipment, or over the contractor's 
method of determining prices, or over the competitive bidding or market conditions at the time of bid, this 
statement of probable construction cost is based on industry practice, professional experience and qualifications, 
and represents The Concord Group's best judgment as professional construction cost consultants familiar with 
the construction industry. However, The Concord Group cannot and does not guarantee that the proposals, bids, 
or the construction cost will not vary from opinions of probable cost prepared by them. 

ASSUMED CONSTRUCTION PARAMETERS

The pricing is based on the following project parameters:

1. A construction notice to proceed date of June, 2027.
2. A construction duration of 18-24 months.
3. The contract will be competitively bid to multiple contractors.
4. All contractors will be required to pay prevailing wages.
5. There are no phasing requirements.
6. The contractors will have full access to the site during normal working hours
7. Estimate detail includes pricing as of October 2024.

Project: 2024A125 Notes Page 2 of 4
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EXCLUSIONS
The following are excluded from the cost of this estimate:

1. Professional Design Fees
2. Testing Fees
3. Owner Contingencies/Scope Changes
4. Premium Time / Restrictions on Contractor Working Hours
5. Cost Escalation Beyond a Construction Mid-Point Date of April 2028
6. Finance and Legal Charges
7. Environmental Abatement Costs
8. Temporary Owner Facilities
9. Moisture Mitigation 
10. Equipment (Owner Furnished/Installed)
11. Loose Furniture
12. Artwork
13. Third Party Commissioning
14. Non-fixed Audio/Visual Equipment & Wiring
15. Telephone / Data Equipment & Wiring
16. Contaminated Soil Removal
17. Structurally Unsuitable Soil Removal
18. Unforeseen Future Cost Impacts Based on Supply Chain Impacts

Project: 2024A125 Exclusions Page 3 of 4
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COST SUMMARY 117,221 GSF $/SF

01000 GENERAL REQUIREMENTS $0.00 $0
02000 EXISTING CONDITIONS $3.26 $381,895

 
03000 CONCRETE $3.06 $358,426
04000 MASONRY $0.00 $0
05000 METALS $1.59 $186,405

 
06000 WOODS, PLASTICS & COMPOSITES $2.70 $316,991
07000 THERMAL & MOISTURE PROTECTION SYSTEM $0.49 $57,198
08000 OPENINGS $7.28 $853,542

 
09000 FINISHES $32.97 $3,865,362
10000 SPECIALTIES $0.48 $56,426
11000 EQUIPMENT $0.00 $285

 
12000 FURNISHINGS $2.32 $272,329
13000 SPECIAL CONSTRUCTION $0.00 $0
14000 CONVEYING EQUIPMENT $0.00 $0

 
21000 FIRE SUPPRESSION $0.47 $54,707
22000 PLUMBING $1.02 $119,321

HEATING, VENTILATING & AIR CONDITIONING $2.95 $345,300
 

26000 ELECTRICAL $4.07 $477,234
27000 COMMUNICATIONS $0.00 $0
28000 ELECTRONIC SAFETY AND SECURITY $0.00 $0

 
31000 EARTHWORK $0.00 $0
32000 EXTERIOR IMPROVEMENTS $0.00 $0
33000 UTILITIES $0.00 $0

 
SUBTOTAL $62.66 $7,345,420

 
DESIGN CONTINGENCY 15.0% $9.40 $1,101,813
GENERAL CONDITIONS/BOND/INSURANCE 15.0% $10.81 $1,267,085
CONTRACTOR'S FEES 5.0% $4.14 $485,716
ESCALATION TO MID-POINT OF CONSTRUCTION 14.90% $12.97 $1,519,805

 
TOTAL ESTIMATED CONSTRUCTION COSTS $99.98 $11,719,839

 
ALTERNATES INCLUDING MARKUPS
Alternate #1: Replace Existing Flat Roofs ADD $1,723,466
Alternate #2: Replace Existing Standing Seam Roof ADD $364,028
Alternate #3: MEP Medium Term Goals ADD $6,991,701
Alternate #4: MEP Long Term Goals ADD $1,883,123
Alternate #5: Ramp A (South Ramp) ADD $586,348
Alternate #6: Ramp B (Southeast Ramp/Stair) ADD $853,795

BUILDING TOTAL
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	Purpose of This Document 
	Timeline at a Glance 
	1. Leadership History: What You're Inheriting 
	Karen Danczak (prior ED, ~10 years) 
	Heather Norborg (Interim, then again now) 
	Yolande Wilburn (ED, November 2023 – March 2026) 

	2. The City Relationship: Complicated by Design 
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	November 2025 Flashpoint 
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	Facilities Staffing 
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	Memorandum 
	 
	Executive Summary 
	1. Legal and Fiscal Basis 
	2. EPL’s Capital Contributions to City-Owned Facilities 
	3. Capital and Borrowing Strategy 
	4. Shared Interests and Maintenance Partnership 
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	Contact: 
	James Rachlin President 
	JNRachlin@MeristemAdvisors.com 
	773-677-3653  

	Report to Evanston Public Library: Analysis of Financial Requirements for Converting from a Municipal to District Library 
	 
	I.​Executive Summary 
	II.​Historical Financial Performance of the Library 
	III.​Comparison of Evanston Library to Peer Group 
	Comparing the Library to its peers can be informative, even if it doesn’t directly lead to recommendations for budgetary or operational adjustments. Knowing how the Library compares gives context to its operations and funding in light of its demographic position. In this section, we compare the Library to two peer groups: other Cook County libraries, and a select set of libraries identified as peers by the Library.  
	Although there are numerous libraries and library districts in Illinois, the Library operates in the Chicago metropolitan area, an area which is more urban and densely populated than other areas of the state, and caters to a community with higher need for public services. For this reason, a comparison to other libraries in this demographic is appropriate.  
	At the same time, the Library is among the largest in Illinois, meriting a sophisticated administration that prides itself on its professionalism and ability to meet community needs. For this reason, the Library considers itself in league with an elite group of Illinois libraries, and it makes sense to place its operations in context relative to those libraries it feels most similar to. Those peers identified by the Library are Skokie, Glenview, Northbrook and Schaumburg. To this group, we added Palatine, Aurora and Joliet. 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	Chart 4. Comparison of Library to Other Cook County Libraries 
	A collage of graphs and charts

AI-generated content may be incorrect. 
	 
	The additional graphs below provide further insight into how the Library is able to achieve these levels of service at low cost to residents, and perspective on how it compares to similarly situated libraries. In each graph, the green dot represents the Library, the orange dots are the identified peer libraries, and the blue dots other Cook County Libraries. The line in each is the expected relationship between the two graphed axes.  
	From the graph on the upper left, it is apparent that the Library has strong wealth levels. That is to say, a Cook County library serving 78,000 people could be expected to have a smaller tax base than the Library does. Without an in-depth investigation, we imagine this results from higher than Cook County median residential values ($472,300 for Evanston versus $305,200 for the County according to the US Census Bureau 2019-2023) rather than a strong industrial and commercial base (19.9% in Evanston versus 33.2% for Cook County as a whole). The outsize tax base allows the Library to provide services at a level suitable to a community of Evanston’s size while maintaining its lower tax rate, as shown in the graph on the upper right. 
	On the other hand, given its tax base, the Library’s expenditures are actually low, as shown in the graph on the lower left. Consequently, we feel that the library is using its tax base appropriately in order to provide superior services, which residents are disproportionately paying for, at a conservative cost.  
	Finally, on the lower right, we show the size of the physical library building in relation to the population. Here we see that the library is appropriately sized for the community, perhaps more than adequately, although we note that not all of the main Library building is currently in service. 
	 
	 
	Chart 5. Scatterplot Comparisons of Library to Other Cook County and Peer Libraries 
	A collage of graphs showing different types of data

AI-generated content may be incorrect. 
	 
	For additional perspective, we’ve provided some operating statistics for those libraries specifically identified as peers of the Library, plus a few others, in the table below. The table does give some insight as to the financial position of the Library relative to these other libraries, but we caution against drawing conclusions. District libraries fund themselves differently than municipal libraries, reserve accumulations may be high in anticipation of a project, or low due to recent completion of one. Likewise, income levels may be distorted by one-time expenditures. If any conclusion can be drawn from this table and the graphs above, it is that libraries vary dramatically from one another across the region. Nevertheless, the table provides an opportunity for the Library to see its current position relative to these other libraries and that it fits among its peers, not standing out in any particular measure.  
	Table 2. Comparison of Tax Base and Key Demographics Across Comparable Libraries 
	   

	IV.​Levying Under Tax Caps 
	V.​Projected Operating Expense Adjustments - Remaining 
	VI.​Projected Operating Expense Adjustments as a District 
	VII.​Unmet Capital Needs 
	VIII.​The Library Bonds 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	 
	IX.​Levy Requirement 
	X.​Conclusion 
	This study has analyzed the present and projected future financial performance of the Library in its current status as a component unit of the City of Evanston and on the assumption that it converts to a District. As a District, the Library will incur certain one-time expenses and have an increase in its ongoing expenditures for services that historically have been provided by the City. Additionally, the Library would be responsible for the care and maintenance of the Library building, and may determine to take over payments on outstanding City debt taken on for the benefit of the Library. Finally, regardless of whether the Library remains with the City or separates, $22.9 million of outstanding capital improvements to renovate and maintain the Library building need to be funded. All of these costs were estimated and incorporated into our report. 
	In order to continue its orderly function as a City Library, provide for certain incremental services it seeks in the coming year, and assuming current understandings for City services to the Library remain unchanged, we found that a 10% levy increase for 2025 is sufficient to achieve the Library’s goals, returning to a 5% annual increase in coming years, a tax increase on the median home of $29.91. 
	The Library defined three scenarios for operation as an independent District with varying service levels for its operations. When these additional costs are taken into account, and in order to achieve a Fund Balance through 2023 of at least 50% of expenditures and fund adequate capital reserves to maintain the Library building infrastructure, this study found that the Library, as a District, would have an initial property tax levy increase for 2026 of 32.3%, 34.6% and 38.9% for its Minimal, Base and Optimal Scenarios, respectively.  
	In addition, the cost of some outstanding debt of the City might be transferred from the City to the Library in a separation, but these would not add incrementally to taxpayers bills. 
	Finally, whether as a City Library or an independent District, the Library requires $22.9 million of renovations. Financing these improvements is estimated to cost approximately $1.8 million per year and add approximately $62 to the median homeowner’s tax bill. 
	 
	 
	 
	 
	 
	 
	 
	 
	Disclaimer 
	General Disclaimer 
	 This presentation was prepared exclusively for the benefit of and internal use by the Recipient for the purpose of considering the transaction or transactions contemplated herein. The information and analyses contained in this presentation are taken from, or based upon, information obtained from Recipient or from publicly available sources, the completeness and accuracy of which have not been independently verified, and cannot be assured by Meristem Advisors LLC (“Meristem Advisors”).  The information and any analyses in these materials reflect prevailing market conditions and the opinions of Meristem Advisors as of the date of the presentation, all of which are subject to change.  To the extent that projections and financial analyses are set forth herein, they may be based on estimated financial performance prepared by or in consultation with the recipient and are intended to suggest only reasonable ranges of results and are not an assurance of any given outcome.  The printed presentation is incomplete 
	These materials are confidential and proprietary to, and may not be reproduced, disseminated or referred to, in whole or in part without the prior consent of Meristem Advisors. These materials have been prepared exclusively for the Recipient and may not be used for any purpose other than as authorized in writing by Meristem Advisors. Meristem Advisors assumes no responsibility for verification of the information in these materials, and no representation or warranty is made as to the accuracy or completeness of such information. Meristem Advisors assumes no obligation to correct or update these materials. These materials do not contain all information that may be required to evaluate any transaction or matter. Any recipient of these materials should conduct its own independent analysis of the matters referred to herein.  
	Meristem Advisors does not provide tax or legal advice or advice with respect to the issuance of municipal securities. Any discussion of such matters in these materials (i) is not intended to be used, and cannot be used or relied upon, for the purposes of avoiding any tax penalties and (ii) may have been written in connection with the “promotion or marketing” of the transaction or matter described herein. Accordingly, the recipient should seek advice based on its particular circumstances from an independent tax advisor. 
	Special Disclaimer 
	Interest rates used herein are hypothetical and may not take into full consideration conditions in today’s market and other factual information such as the issuer’s credit rating, geographic location and market sector.  Interest rates applied herein are hypothetical and should not be viewed as rates that the Recipient should expect to achieve. Information about interest rates and terms for SLGs is based on current publicly available information and treasury or agency rates for open-market escrows, and current market interest rates for these types of credits and should not be seen as costs or rates that the Recipient should expect to achieve. 
	If you have any questions or concerns about these disclosures, then you should make those questions or concerns known immediately to Meristem Advisors. In addition, you should consult with your own municipal, legal, accounting, tax and other advisors, as applicable, to the extent you deem appropriate. 
	 
	 
	 
	 
	 
	 
	 
	Exhibit 1:  
	Historical Financial Performance: FY2022-2024, Annualized FY2025  
	 
	 
	 
	 
	 
	 
	 
	Exhibit 2:  
	Projected Financial Performance 2026 - 2033: REMAIN CASE 
	 
	 
	 
	 
	 
	 
	Exhibit 3:  
	Projected Financial Performance 2026 – 2033 as a District Library:  
	MINIMAL CASE 
	 
	 
	 
	 
	 
	 
	 
	Exhibit 3:  
	Projected Financial Performance 2026 – 2033 as a District Library:  
	BASE CASE 
	 
	 
	 
	 
	 
	 
	 
	 
	Exhibit 4:  
	Projected Financial Performance 2026 – 2033 as a District Library:  
	OPTIMAL CASE 
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	Purpose and Shared Context 
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	2. Intergovernmental Agreement (IGA) and Lease 
	3. Labor Climate and EPL’s Commitments 
	Summary of Requested Actions 
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