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BACKGROUND

Following the discussions of the proposed closure of the California (CA) Room included
in the 2026-2027 Proposed Operating Budget and the alternative service model
included in Manager’'s Budget Addendum (MBA) #19, the Library Department is
providing additional information regarding the service level that would result from
approval of the proposal included in the Proposed Budget or the alternative model in
MBA #19. This memorandum also provides an alternative one-time funding option and
corresponding trade-offs for City Council’s consideration to fund the alternative service
delivery model in MBA #19.

The CA Room is utilized by a variety of visitors and researchers seeking information
regarding local history, land use, city and county activities, and neighborhood culture
since prior to the formation of the City of San José. In the last full fiscal year, 2024-
2025, the CA Room was visited by more than 5,200 customers, roughly 100 visitors per
38-open-hour week.

Special programs sponsored by the CA Room included school class visits (894
students), the RetroTech program (175 requests), exhibits (5 hosted; 3,200 attendees),
outreach events (2 events; 250 attendees), and programs in partnership with the Digital
Humanities Center (nearly 500 attendees).

The CA Room features extensive historical and local interest collections in print, for in-
room use, and digital formats. Highlights include unique digitized resources, which were
accessed more than 84,000 times in FY2024-2025, and the complete SJ Mercury
News, which receives more than 9,800 monthly uses.

1 https://www.sanjoseca.gov/home/showpublisheddocument/132101/639153789974530000
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ANALYSIS
Revised Service Level — 2026-2027 Proposed Operating Budget Proposal

The 2026-2027 Proposed Budget includes the elimination of 2.9 FTE, including 1.0
Librarian /11, 1.0 Library Clerk, 0.5 Library Clerk Part-Time and 0.4 Library Page Part-
Time pooled positions. The proposal yields ongoing General Fund savings in 2026-2027
of $388,000.

The Library Department would retain 0.5 Library Clerk Part-Time position in the Library
Parcel Tax Fund to support retrieval and appointment-based research services of
approximately 20 hours per week distributed as follows:

% Time Hours Task Expected Output
50% 10 Hours | Collection Management | e Physical collection maintenance
and Digitization of e 15 photos or 50 pages per hour
Materials e 500 pages of digitized material
or 150 images per week
50% 10 Hours | Research Appointments | ¢ 5 Appointments per week
o 250 People served per year

Collection Management and Digitization of Materials

Physical collections in the CA Room and associated vaults require specialized care and
access, particularly when received, accessed by public request, and digitized.
Continued digitization of physical materials is an important focus as the Library seeks to
reduce barriers to access of information and enhance discoverability. Photographs,
postcards, yearbooks, local Government records, directories, newspaper clippings,
written diary entries, maps, letters and papers, and other items provided in digital format
informs both formal and informal research, contributes to our shared sense of
belonging, and carries forward San José’s living history.

Assigning 10 hours per week to collection management and digitization is expected to
result in 500 pages or 150 images being digitized per week, or 25,000 pages or 7,500
photographs digitized per year.

Research Appointment Customer Experience

With highly-restricted staffing availability, approximately five research appointments may
be accommodated each week, in comparison to the current model that allows
approximately 100 visitors per week, in addition to special programs and events, as
described above. Customers seeking research appointments would submit their request
through a web form. The staff would use the information provided in the form to prepare
materials in advance of the appointment, whenever possible. Customers would have the
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option of having a video, phone, or in-person appointment. Appointments are expected
to last between 1-2 hours, with time required before and after the appointment to
prepare for and conduct research following the appointment. Preparing materials may
take up to two weeks depending on specific items and appointment availability.

In-person appointments would be held in one of the open view study rooms on the third
floor of King Library. During the appointment, the customer would discuss their research
request with the Library Clerk, with the Clerk identifying potential materials that may be
relevant to the request. If the customer requests to view specific items in the CA Room
collection, those materials would be provided for viewing during the appointment.

After each appointment, additional research would be conducted to fulfill the research
request, and replication services would be provided if the customer requested copies of
physical items. Replication is provided for a fee, as outlined in the Department’s Fees &
Charges.

Access to the California Room would not be provided as part of the appointment-based
service.

Discontinued Services

The proposed 2026-2027 reduction to the CA Room would result in the discontinuation
of the following services:

e Open public hours and drop-in research support;

e Direct access to the print and media collections for browsing and discoverability;

e School class visits to the CA Room; and

e Exhibit curation and events.

Revised Service Level — MBA #19

MBA #19 provides an alternative to the full closure of the CA Room, including the
restoration of a 1.0 full-time Librarian I/l and 0.5 Library Clerk Part-Time at a cost of
$245,000. The table below further clarifies the service that customers would have
access to through a partial restoration.

The revised staff complement may work up to a total of 80 hours per week distributed to
the following tasks:

%Time Hours Task Expected Output
40% 32 CA Room Open Hours At least 2 Days per Week; 2 staff
hours per open hour
12.5% 10 Research Appointments | 5 Appointments per week
During Closed Hours 250 People served per year
5% 4 Class Visits 1 class visit per week
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50 class visits per year
(1,500 students)
30% 20 Collection Management | e Physical collection maintenance
and Digitization e 15 photos or 50 pages per hour
e 1,000 pages of digitized material
or 300 images per week
2.5% 2 Exhibit Curation and 4 events and 1 exhibit per year
Events
10% 8 Outreach and 1 Outreach per week, prep time to
Miscellaneous Tasks review request, communication

Funding Alternative

To either fully restore the CA Room reduction in the Proposed Budget or to fund the
alternative service delivery model in MBA #19, the City Council would need to approve
an alternative funding source to ensure that the General Fund remained in balance.
One option would be to restore funding to the CA Room by declining an action to
increase spending elsewhere in the Proposed Budget, within an MBA, or in the Mayor’s
June Budget Message for Fiscal Year 2026-2027.

As an alternative funding option, the Administration has identified the potential
reallocation of funding in the Library Parcel Tax (LPT) Fund. However, this option would
also come with trade-offs. As the rate of LPT revenue growth has not kept pace with
increasing operational expenses, ongoing operating expenditures in the LPT Fund
exceed the ongoing revenues. For example, the LPT revenue estimate for 2026-2027 is
$11.6 million, but expenditures total $12.6 million, yielding an ongoing annual deficit of
approximately $1.0 million. Given this shortfall, available fund balance has been
shrinking and the contribution of LPT to the Library’s Capital Program has significantly
decreased.

Even still, the Library Department preserves some capacity in its Non-
Personal/Equipment budget each year to address unforeseen urgent repairs or
operational issues that need to be urgently addressed. As an example, a $576,000
contribution from the LPT Fund to support critical lighting repairs across various library
branches, as part of a $1.4 million repair project, is included in the Approval of Various
Budget Actions for Fiscal Year 2025-2026 that will be considered by the City Council at
their meeting on June 16, 2026. However, in years when this funding is not needed, the
budgetary savings falls to the ending fund balance for use in subsequent years, which
occurred in 2024-2025.

The City Council could opt to reallocate $245,000 from the Library Department’s Non-
Personal/Equipment budget to its Personal Services budget within the LPT Fund on a
one-time basis in 2026-2027. Though this is a potentially viable option on a one-time
basis, it limits budgetary flexibility to respond to urgent needs.
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COORDINATION

This memorandum has been coordinated with the City Manager’s Budget Office.

/sl
JILL BOURNE
City Librarian
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