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Executive Summary

The Key Network Processes Project was initiated to identify ways for LiRN to better support the
work of Ontario’s county and district law libraries Through identification of po’renficﬂ efficiencies
and ways fo increase services offered. The courthouse |ibrory network has many odvon’roges fo
build on, most no’rob|y the depfh of the libraries’ infegration into communities ’rhrough almost
150 years of operation and the priority that stakeholders |o|c1ce on their continued operation.
This project involved a literature review, a brief survey, and stakeholder consultations, to ensure
that the porficu|or administrative, historical, and |ogisﬂco| context of the courthouse libraries
and LiRN were taken into account in developing the recommendations below. The areas of
poTen’rio| improvement identified include reso|ving issues related categorization of libraries,
electronic subscrip’rions, improving communication, increasing research support, growing access
to proFessioncﬂ deve|opmenf for staff and |owyers, and s’rondordizing reporting. These
recommendations will improve the levels of service to |owyers across the province and ensure
that LiRN is moking the best use of resources while supporting the deve|opmen’r of |ibrory staff
and collections. This will ensure that the |ibrory network will be sustainable into the future.



Introduction

As LiRN matures as an organization, opportunities continue to emerge to facilitate |everoging
the county and district law |ibrory network to provide improved services in cost-effective ways.
This project was conceived to examine how this may be accomplished, while considering LiRN
and the courthouse libraries’ unique contexts. This included consideration of the iiisrory of the
network, stakeholders’ current preierences, and indusrry best practices as repor’red in the
proiessionoi literature. It is encouraging to note that much of the core ambition conrempio’red in
the Elliott Report in 1998 has been deveioped, and the proposed process chonges will so|idify
those gains. This is important, because the best way to ensure that the network is iieoi’riiy and
able to provide what the |ego| system needs for the next 150 years is for the libraries to thrive.

Methodology

The process for this project was comprised of researching LiRN's current and historical
environment, inciuding odminisrrorive, his’roricoi, and sector contexts, followed by consultations
with stakeholders. The project started with an onoiysis of existing documents related to the
deveiopmeni of the county and district law libraries in Ontario going back to the 1990s and a
review of the professionoi literature about law libraries and |ego| information provision. This was
followed by a brief survey designed to allow stakeholders, especioiiy |owyers, to provide
feedback on the |iiorory network and share how rhey use the libraries. This information
gathering was followed by a series of facilitated meetings with stakeholders including LiRN's
shareholders, the presidenrs of the county law associations, |ibrory staff, and the executive of the
Ontario County Librory Association (OCLA). These groups were asked to provide input on and
approve a series of four assumptions that informed the process of co||eciing information, and to
provide suggestions of possibie process improvements. The assumptions and a list of suggestions
from |ibrory staff and the OCLA executive are included in Appendices 1and 2.

It should be noted that the survey had limited distribution (114 respondents) which limits the
conclusions that can be drawn from it. A full user survey with wider distribution could provide
more robust insighrs info user needs and behaviour.

Current State Analysis

The network of county and district law libraries has many odvon’roges. It has physicoi presence
in communities around Ontario and deep infegration into the work and culture of the |ego|
proiession in the province. This unique position was deve|oped in the almost 150 years since the
courthouse libraries were instituted in 1879 Having 47 libraries spaced over such a large
geogrophic area with limited shared administration means that there are signiiiconi
opportunities to optimize processes within the network.

In the last 40 years, the roles of libraries around the world have shifted away from serving
primoriiy as space for the storage and access to physicoi collections to providing dynomic
access to electronic collections beyond what would otherwise be possiioie based on their physicoi
foo’rprinis, and p|oces for communities to meet and learn from each other? This shift creates
openings for the courthouse libraries, because it encourages closer parity of access to research
materials for lawyers in different communities. Since its founding in 2020, LiRN has made
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significon’r progress in esfob|isning processes that ensure that |owyers get what They need,
especio||y with regord to research collections. However, the process identified some gaps in
service that can be filled and ways fo increase economies of scale going forward.

Recommendations

The i(o||owing recommendations are based on internal documenrs, external reseorcn, and
stakeholder consultations. Many poren’rio| courses of action arose in the consultation process for
this project, some of which were already in development in line with LiRN's strategic plan and
others that will be considered for the future. LIRN's management has compiled a list of these
suggestions and will be io||owing up as appropriate.

Revisiting the roles of regional, area, and local libraries

In the opproximo’re|y 20 years since the courthouse libraries were reformed ico||owing the Elliott
Report, the regiono|, area, and local libraries have mos’r|y opero’red seporore|y with some
collaboration, moin|y in the form of unofficial co||egio| cooperation among staff. However, the
vision for the different categories of libraries con’remp|o’red in the report involved the regiono|
libraries providing access to resources and services that the smaller area and local libraries
lacked. Speciiico”y, the area and local libraries were designed to be well suited to providing
information re|o’ring fo |ego| rules and procedures, prociico| information, and ’rec|’1niques.
Whereas the regiono| libraries were designed to also provide systemic know|edge about
concerns such as how the |ego| system should resolve dispures and distribute justice? The most
substantial environmental difference since that time noted during the research process for this
report is the increase in access to electronic materials, which signiiiconﬂy lessens the capacity of
small libraries to deliver access to more content.

The Elliott Report on’ricipored signii(iconi formal cooperation among the different categories of
libraries, and it may be time to reconsider the current opproocn During the consultations
associated with this project, staff expressed signiiiconr differences in their experiences related to
levels of support from co||eogues, both in and outside each |ibrory, and their levels of comfort
with different work-related tasks. Different libraries have signiiticonﬂy different capacifies in
relation to various work functions, and it would be beneficial to formalize systems for
collaboration with staff from different organizations conrribu’ring based on capacity and
expertise. This may mean that |orger libraries with more staff can contribute more to shared
projects, Thougn their |orger user bases mean that ’rney will |ii<e|y also make more use of the
services. It could also mean that the specific skills and resources from individuals benefit the
whole network, or that small libraries with less foot traffic can provide more vir’ruo||y.

Implementation

e Do an assessment of staff skills and sroifing levels across the network to create a
systemic unders’ronding of capacity.

e  Prioritize poriicu|or functions for co||oboro’rion, such as research services, collection
management, continuing professiono| deve|oprnenr, and technical services.

e |Integrate appropriate capacity and expertise into project p|onning for network wide
projects. And ask libraries to consider whether institutions could collaborate on projects

3 Professional Development and Competence Committee, “Beyond 2000: The Future of County Library
Services to Ontario Lawyers,” 19-20; H Arthurs, “A Lot Of Knowledge Is a Dangerous Thing: Will The Legal
Profession Survive the Knowledge Explosion?,” Dalhousie Law Journal 18, no. 2 (October 1, 1995): 308.



that would otherwise be internal. This could be full participation in the project, accessing
the results, or providing input where appropriate.

e This will be assisted by improved communication as recommended below.

e The consultation process genero’red a signiiiconi list of po’reniioi projects, some of which
are already in development. These will be assessed and prioritized going forward. LiRN's
management has this list and will move forward with it. Many of these projects would be
signiiicon’riy more feasible with network collaboration.

Resolving issues related to electronic collections

The |ibrdry sector in’rernoiionoiiy has been ioiiowing the wider societal trends toward deiivering
content eiec’rronicoiiy. This has had many odvonioges, as it frees libraries from the requirements
for pnysicoi space and reduces the staff time spent acquiring and maintaining |orge print
collections. Depending on contract terms, electronic collections can also allow |owyers tfo access
content remo’reiy and outside |ibrory opening hours. However, electronic deiivery of content has
also been associated with nigher costs, restrictive |icenses, and loss of access to materials if
subscripiions are canceled because the content is oniy licensed rather than purcndsed.

During the consultation process, stakeholders repeoiediy requesied remote access to electronic
materials, but occommodoiing many of these requests has not been possibie until now because
of price consfraints and unwiiiingness to negotiate on the part of |ego| pubiishers. These issues
are not new: noving libraries or the Law Society pubiisning content that was not easy to
acquire, or not available for sale was included as a poTen’rioi strategic priority in the Elliott
Report in 19984 This was seen as a strategic way to resolve issues associated with accessing
materials that may be too expensive or unavailable for inclusion in the libraries” collections.’

These issues were addressed to some degree in the early 2000s with the creation of CanllIl. The
courthouse |ibrory network and CanLlIl continue to serve Ontarians well, but it may be time to
consider closer collaboration as a way to ameliorate these risks. Increasing the deveiopmeni of
online content that is openiy accessible also has the po’reniidi tfo open new sources of iunding
such as the Law Foundation of Ontario’s grant programs.

Implementation

e Evaluate the usage of LiRN's existing subscriptions to large research platforms to verify
that their value warrants their cost. In addition to considering volume of use, this should
include veriiying that the content being accessed is unique contfent that cannot be
accessed on free sites.

. |den’riiy the needed content and assess whether similar resources can be created on
more accessible pidh(orms.

e Approach potential partners like Canlll, law schools, and the Law Foundation of
Ontario, to e><p|ore the possibiiiiy of a collaborative initiative to resolve this issue.

o |f the |orge research pioh(orrns are used in ways that jus’riiy their expense, it may still be
possibie to choose one to subscribe to instead of two. This will free funds that can be

4 Professional Development and Competence Committee, ‘Beyond 2000: The Future of County Library
Services to Ontario Lawyers,” 25; Professional Development and Competence Committee, "‘Beyond 2000: The
Future of County Library Services to Ontario Lawyers, Phase Il,” 4.
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used to negoftiate new initiatives like off-site access for small firm |owyers for the
retained subscripiions.

Improve communication

The consultations raised several issues in relation to communication between LiRN and
stakeholders. This is understandable as the structure of the network is disiribuied, and there are
few centralized administrative or Technoiogicoi systems. Addressing this will allow LiRN to
better reach its stakeholders and manage its community.

In addition to the issues reociiing stakeholders generoiiy, there are also speciiic issues with the
management of communication with iibrory staff. It is a |orge group with diverse levels of
experience and reio’rionsnips, and there were several instances when a por’ricuior activity was
identified as both someining that was being done well in the network and someining that
should be initiated. This is because many staff are managing these functions iniormoiiy, and not
all staff are being included. This points to a requirement for a systematic opprooci'i fo ensure
that everyone is being included in the processes. |deo|iy, the new structure will also create
avenues for informal communication, to increase feeiings of community within the group.

Implementation

e Refine the system to updo’re and manage contact information for association and |ibrory
contacts, ensuring that individuals at each association know how to maintain the
information on how to communicate with the relevant contacts.

e |nitiate a feam management software system such as Slack, Microsoft Teams, Asana, or
Basecamp, to allow |ibrory staff around the province to communicate with each other.
This will heip resolve the issue of some staff being excluded from systems like
redis’rriiou’ring discarded iibrory materials, provide an outlet for conversation - especioiiy
for those who work in libraries with oniy one staff person, ensure that everyone is getting
the same communications, and provide a venue for informal mentoring. For this to be
successful it will be important to ensure that someone has direct responsibiiiiy for
managing the pioh(orm so that it is active, and the community deveiops well over time.

Improve access to research services across the network

Different libraries in the network provide different levels of service. For exompie, some libraries
are open more hours than others while some are open oniy a handful of hours per week. Staff in
different locations also have different levels of expertise and confidence in their |ego| research
skills. Finding ways to ensure iowyers have equiiobie levels of services would maximize the
resources invested in the network and provide access to |owyers regordiess of where ’riiey are.
This recommendation is compiimeniory fo improving communication systems, as some |ibrory
staff report that this is oireody noppening iniorrnoiiy among some of the libraries in the
network. This points to the po’reniioi for this capacity being achievable for the network as a
whole in a more systematic way.

Implementation

e Formalize arrangements for libraries to provide coverage outside reguior hours. This
could include libraries each committing to cover certain hours for the network or for local
and area libraries to refer their users to poriicuior regionoi libraries at certain times. A
province—wide service could oddi’rionoiiy be staffed by virtual empioyees who could
extend service hours outside reguior iibrory opening hours for iowyers across the
province.



. \/eriiy that there is a good way to find information for |ibrory staff and |owyers to
ensure that ihey know where to find available resources. This could include co’roioguing
electronic content, whether it includes poid materials or not, and |ibrory research guides
which could then be customizable so individual libraries can add information about their
unique hoidings.

Professional development

Librory staff expressed the view that there are different levels of expertise among the
empioyees at the different libraries due to many factors, such as education, experience, and
previous proiessionoi deveiopmen‘r. Providing increased occasions for staff at all levels to
improve their skills has the po’reniioi to allow them to provide better service. There are ways to
improve this situation in both formal and informal ways: proiessionoi deveiopmeni fraining is
delivered during LiRN'’s annual conference “Learn with LiRN,” and resources are allocated to
allow staff to attend programs such as the Canadian Association of Law Libraries” annual
conference. There could also be opportunities for staff to take courses from coiieges, universities,
or proiessionoi associations. Mentoring programs could also ensure that new empioyees have
contacts ’riiey can opprooch for assistance.

Continuing proiessionoi deveiopmen’r for |owyers is also an ongoing service need. Some law
associations provide fraining direc’riy. Others have been doing centralized booking of
programming from the Law Society of Ontario to |everoge bulk discounts. This could be an
important area of increased service deiivery that could create value for association members
with reioiiveiy low investment.

One poien’rioi service that was mentioned as being beneficial to both |ibrory staff and |owyers
is more training that is process oriented as opposed fo training on poriicuior research tools,
which can be disjoin’red. This would improve their obiii’ry to follow tasks from beginning to end.

Implementation

e Assess the proiessionoi deveiopmeni needs of law |ibrory staff in the network. Deveiop
more internal programs for staff ’rougii’r by other law |ibrory staff, especioiiy
programming that covers full processes instead of individual tasks.

. Deveiop a picm to have some of the |ego| research CLE that is curreniiy being offered
by individual law associations made available to members of other law associations. This
could be opening them to other |owyers or for LiRN to produce sessions that reuse
content from other programming.

. Deveiop some fraining on |ego| research processes, with specioi focus on small firms. This
could include instruction by law |ibrory staff and research |owyers. It may be a good
opportunity fo recruit peopie who are eoriy in their careers to present, such as recent
court clerks, to build their proiessionoi proiiies.

Reporting

Libraries around the world are iocing constraints on resource allocation, por’ricuioriy with regord
to space and iunding for staff and collections. Coiiec’ring accurate and meoningiui metrics on
how libraries are being used and what impacts ’riiey are hoving on communities will be more
strategic over time. And there have been calls for the courthouse libraries to i<eep uniform



statistics for more than 20 years® These impacts may be quantitative or qualitative,” and
reporting should be regu|gr and presen’red in ways that make sense to funders and other
stakeholders. All reporting should be presenied in the context of the wider context rather than
the library itself®

The courthouse libraries should be co||ec’ring data to support reporting to the associations and
data to support LiRN's mandate as the granting organization as it reports on the network to
funders. This will ensure that relevant stakeholders all have the context H’iey need to make
informed decisions on how to fund and direct resources. This is especio||y important in situations
where funders are distant from those who benefit direc’r|y from libraries’ services as is the case
for the courthouse libraries.

Implementation

. |den’riFy the relevant stakeholders who are influential to the |ibrgry network, such as the
Law Society of Ontario, the county law associations, and the Ministry of Justice, and
ideniify their priorities, both for the courthouse law libraries and generg”y.

e Explore how the courthouse law libraries and LiRN address these priorities and how
statistics and stories can be collected that express their progress against these goo|s.
This could include Tnings like in-person usage of |ibrory premises, online subscrip’rion
statistics, number of reference inferactions, user stories, a user survey, dng|ysis of return
on investment, and comparison with similar institutions in other jurisdic’rions.

Conclusion

When considering the his’rory of the Ontario courthouse libraries over the last 150 years and
especig”y since the initial Elliott Report was released in 1998, there are clear trends and
priorities which remain consistent. Reoding the Elliott Report in 2024 shows that many of the
recommendations and concerns remain re|evon’r, and the authors’ vision for the future has to a
|orge extent come to pass. It can be noped that the recommendations in this report will bring
the vision of how the libraries can move forward into the next 150 years while considering the
|ong-Term considerations that have not chgnged. The recommendations in this report were
designed fo comp|emen’r the work that has g|reody been done and show a poin toward a more
robust network that continues to centre |gwyers' needs.

¢ LibraryCo, “Out of the Box.. and Beyond the Walls: Business Strategies for LibraryCo Inc. 2002-2005,” 25.
7 “Defining ROI: Law Library Practices,” 17.
8 “Defining ROI: Law Library Practices,” 22.
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Appendices
Appendix 1: Assumptions guiding the process improvement recommendations

As part of the process preparing this report, the fo||owing assumptions were selected in
consultation with LiRN's shareholders and the law association presidents to guide the
deve|opmenf of these recommendations:

e Libraries are institutions that he|p |owyers access and understand how to use the
information and resources ’rhey need.

e A primary function of the county and district libraries in Ontario is to facilitate the
competency of the |ego| profession.

o Lawyers should have similar and consistent access to resources and services across the
network.

o Lawyers benefit from formal and informal know|edge shoring and mentoring at the
libraries.

Appendix 2: List of categorized improvements recommended by library staff
Communication
What's working well?

e Better communication from LiRN

° Librory staff are gooo| at he|ping each other
e Network wide meetings (arranged by LiIRN, FOLA, and OCLA)

Potential improvements

e |mprove communications profoco|s and po|icies, inc|uding a written overview of the
different organizations, and their roles

° 5e|f—|’1@|p process fo manage contact information for |ibrory staff, association presidenfs,

efc.
e Shared forum for ideas
e Increase knowledge sharing
e More knowledge sharing, e.g. regular lunch and learns
e Negotiate discounts on libraries’ phone and internet services

e Shared communication channel for network members (e.g. slack, discord)
Continuing professional development
What's working well?

e Centralized group registration to access discounts

e Reminders of CPD opportunities
e LiRN and OCLA developed CPD for library staff

Potential improvements

e Provide more support for internal CPD at associations

° Rep|oce the CPD registration spreodshee’r with another Techno|ogico| solution (eg. a
dofobose)



Research services

What's working well?

. Librory staff he|p each other across the network, inc|uding bockup when libraries are
closed

Potential improvements

e Province wide virtual reference service
e A centralized research query database

e Research guides, possib|y shared or a provided p|oh(orm that libraries can use
ino|ivio|uo||y

Collection
What's working well?

e Centralized database subscripfions

e The Core/Essential Lists from OCLA, updated regularly

Potential improvements

e Provide remote access to electronic subscrip‘rions

e Increase centralized/consortial contract negotfiations for whole network and subsets of
network (e.g. consolidate O'Brien’s subscriptions)

e Provide a centralized way to share offers of weeded materials

e More communication to convey that centralized subscripﬂons are at best rates and that
access to needed content will be maintained

Catalogue/ILS
What's working well?
e Interlibrary loans
. COT0|oguing ’rhrough the Great Librory

Potential improvements

e Have central ILS managed by Great Library with county libraries set up as “branches’,
so there could be a shared union cofo|ogue.

e Need to upgrode to more modern and functional software such as exLibris, Alma, Libib
Purchasing
What's working well?

e Subscriptions
o CPD

Potential improvements

e Have centralized purchosing from |ibrory and other supp|iers such as Brodart, Ricoh, etc.
fo negotiate savings

e Provide preferred vendors’ lists or standards on copiers etc.



Accounting

What's working well?

e LIRN has made great progress financially

Potential improvements

e Financial po|icies need to be clarified and easier to understand (especio“y for non-
occoun’ronfs)

o |f thereis progress toward a shared accounting system, then it will require fraining,
communication, etc.
Reporting

Potential improvements

e Consistent statistical data reporting, so everyone would know what to do (what data to
capture and when and how to report)

Varia

What's working well?

e LiRN's standard written policies on grants, reporting, budgets, collection development,
efc.
e Guidelines for associations re: job descrip’rions, so|ory scales, performonce management,

etc.

Potential improvements

e Better Woyfinding to find network libraries, perhops with a map opp|icoﬂon and
information on services offered

e |t's hard to know what you don't know

e Supporting |ibrory staff build their know|edge/copocify - law courses for non—|owyers,
new legal developments and changing areas of law

e Supporting libraries across the network to be aware of any major chcmges in law



