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Executive Summary 
 

Pitkin County Library leadership and Snowmass Village residents have expressed 
strong interest in the establishment of an additional service location in Snowmass 

Village. Such a facility should be no less than 2,000 square feet (sf), preferably 
5,000-8,000 sf. In general, the new location (whether a “branch” or “station”) 

should offer services roughly comparable to those of the Aspen library, although 
scaled back due to limitations of space and staffing. It is likely that the creation of 
such a facility would take 3-5 years. At present, there is significant interest (and 

many advantages) in a shared facility with the Snowmass Village Recreation 
Center, although no firm commitments have been made to date. 
 

Charge 
 

Pitkin County Library sought public input on services to be offered at a new 
location, to be determined, in Snowmass Village. To that end, the consultant met 

on the morning of April 21, 2022 with County Librarian Kathleen Chandler to review 
service profiles and library planning efforts to date, followed by four public 
meetings: 
 

 April 21, 2022:  Noon meeting with the Library Board and some staff 
    Evening meeting at Snowmass Village Council chambers 
 April 22, 2022:  Morning meeting with library staff 
    Noon meeting with Snowmass Village residents 
 

Background 
 

After review of 2019 (pre-COVID) statistics, and discussion with the Director, a few 
salient points are worth reviewing: 

 Population of county - 13,627 

 Population of Snowmass Village - about 3,000 people, roughly a quarter of 
the county’s population 

 Distance from Aspen to Snowmass Village - 6.6 miles 
 While Snowmass Village residents do visit the Aspen library, they view the 

trip as increasingly inconvenient as traffic and road work projects increase. 

Moreover, they view the library as a community-building institution, part of 
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the efforts of Snowmass Village to establish an independent, though still 
connected, identity. 

 Current library services are modest. Aspen currently delivers about 3 tubs of 
books a week to Snowmass Village recreation center.  These items are 

already checked out, and are supervised by rec center staff. The items may 
be returned to the Snowmass Village Center. There is an honor collection and 
computer/printer at town hall.  

 There are no free meeting spaces in Snowmass  Village. 
 The overall breakdowns of current use are hard to assess after the pandemic. 

But in general, digital use before the pandemic was about 70% of physical 
circulation, and is likely higher now. Children’s circulation is about 25% of 
total circulation 

 The current Aspen library has 38,774 square feet (sf), or about 3 sf per 
capita. That library’s most recent renovation was paid for, following an 

unsuccessful mill levy campaign, by private donations in the $13 million 
range. A quarter of 38,774 sf (to accommodate the percentage of population) 
would be a little under 10,000 sf. However, given current rising construction 

costs, at its current level of funding, Pitkin County Library likely would not be 
able to construct a 10,000 sf building, or pay for staff at a new location at 

levels comparable to Aspen. This makes shared staffing, and other shared 
operational costs, essential. In fact, 1 sf per capita, or about 3,000 sf, would 

be a reasonable beginning for a new service location. 
 Generally speaking, there should be roughly as many square feet of parking 

as there is building, although again, shared parking may reduce the overall 

need. 

 

Public input 
 

Four continuums of service 
 

Public entities often seek input on direction. The challenge is finding a way to solicit 

informed opinions. Rather than distributing a broad, “what would you like to see at 
the library?” survey, the consultant presented on four occasions a four continuum 

model of current changes in library services, drawn from “Confronting the Future: 
Strategic Visions for the 21st-Century Public Library,” Policy Brief No. 4, June 2011, 
by Roger E. Levien. Each continuum represents the effect of a transformative 

change. 
 

The consultant introduced the concepts by saying that today’s libraries fall across a 

range of choices. Few libraries exist on one end or the other. But generally, the left 
side of the continuum represents a more traditional model; the right side 
represents the newer and transformative idea in modern librarianship. Attendees 

were asked to indicate (using differently colored sticky notes) where they thought 
their library fell on each continuum today (based on their personal use), and where 

they thought the community would like library services to be in 3-5 years. This 
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method delivers a very visual view of community consensus. (See attachment 
“Debriefs from Public Sessions.”) 
 

The first continuum presents the range from physical to digital. A physical library 
is primarily focused on materials: books, magazines, newspapers, DVD’s, CD’s, the 

tangible items used within the library or circulated to patrons. A digital library 
makes its resources available online, either within the library or remotely. In terms 
of the use of space, the former is characterized by many stacks; the latter by more 

computer workstations and other technologies (high speed wifi, demonstration 
devices like 3D printers, large screen monitors in study rooms, etc.).  
 

The second continuum runs from individual service (one-on-one transactions 
between staff and patrons) to community (uses by groups). In the first case, there 
are service desks and personal study tables. In the second, there are more 

community gathering spaces, typically discrete rooms with tables and chairs, video 
display and sound equipment. 
 

The third continuum runs from collection to creation. The collection is again 
characterized by stacks or services presenting content that is consumed (read, 
viewed, or listened to) by the public. Creation is about the production, either 

individually or in groups, of new content. The space need is relatively modest for 
Snowmass, probably requiring only typical meeting rooms of various sizes, as well 

as adequate power, internet access, and plumbing (both for public restrooms, and 
the possibility of running water for cleanup or crafts). 
 

The fourth continuum is portal to archive. A portal library is about the often 

transient materials that bring the world to the community (i.e. news, popular and 
current books, music, and movies). Whether physical or digital, this content is 

about what’s going on in the larger culture. An archival library is about taking the 
community to the world; it gathers and organizes unique local stories, in large part 

because Amazon and Google will not. Archival libraries step a little ways into 
museum territory, with collections of letters, maps, and photographs, although 
many of these sources may also be digitized. A smaller collection of historic 

materials, supported by a digital archive, might be a reasonable beginning of a local 
history collection. The library may also seek partnerships with other organizations 

interested in local history, including the provision of display space for rotating 
exhibits. 
 

The groups also experienced two other exercises: what do you want to keep from 

existing library services, and what are your aspirations for the new location that 
we haven’t touched on yet? Again, the responses are displayed in the attachment. 
 

Debriefs from Public Sessions 
 

In general, most attendees cautiously embraced the four transformative trends. But 
rather than a swing from traditional to new, there was a preference for a balance 
between physical and digital services, individual and community support, collection 
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and creation, and portal and archives. The overall theme, however, was very much 
toward building a community identity through more engagement generally, and 

more local history in particular. 
 

Thursday, April 21, 2022 - Board and some staff 
Note: blue stickies indicate where attendees felt the library fell on the continuum 
today based on their own use; pink stickies indicate where attendees felt the 
community wanted the library to be within 3-5 years. (And apologies: I apparently 

took only the “today” portion of the first exercise.) 
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KEEP ASPIRATIONS 

Children’s / Baby Storytime 
Staff / Patron interaction 
Community Area for Programming 
Digital Access 
Group events 
Music / films 
Knowledgeable staff 
(curators/recommenders) 
Study spaces 

Bring community together: common 
meetings rooms, sense of community 
After school space 
Ease of access to materials and space 
Access to free gathering space 
Gather local stories 
Grow readers 
Inspire joy 
Restful space 
Inspire inspiration 
Pilot project 

 

 
 

April 21, 2022 - Community session 
Again: blue = today, pink = 3-5 years from now. 
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KEEP ASPIRATION 

Storytime Online hold, 
physical pickup Friendly staff  
Flexible Access - bldng, 
matls, computers  
Free sanctuary - Safe, quiet  
Free meeting space 
Visitor Checkout 
Book drops 

To have one (a library) 
Build community + Connection Communal area - 

encourage 
conversation 
Intergenerational 
Synergy - rec ctr, library, outside 
Check out - Sporting equipment  
Tech convenience-wifi, some PCs, printing 
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No fines 
Wifi, scanning, printing, copy 

Shared collections (with Aspen)  
Pickup / drop off at same place  
No Courier mishaps  
On time delivery - notification 
Bring programs/ films from Aspen Partnership, 
mutual help, w/ rec ctr Librarians available 

 

Friday, April 22, 2022 - Staff Session 
Blue = today, yellow = 3-5 years from now. Another missing photo: Collection 
versus creation. 
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KEEP  ASPIRATIONS 

Public PCs + Internet 
Physical matls 
deliveries 

Free space 
Building community  
Ambiance 
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Presence 
Hot picks - Samples 
Storytimes 
Coding programs 
Tech support 
Knowledgeable staff 
Parking 
Meeting spaces 

Collection of interest + convenience More use, more 
patrons 
Library increases knowledge of whole community + 
Snowmass 
Visibility  
Accessibility  
Regular staff 
 

 

Friday April 22, 2022 - Community Session 
Blue = today, pink = 3-5 years 
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KEEP ASPIRATIONS 

Books 
Multi-item checkout (RFID) 
Storytime 
Crafts 
Kids area 
Educational seminars. digital 
Quiet room 
Small meeting rooms 
Nooks, comfy, 034, toys for 

all ages Something for all 
Live Films  
Live Music  
Staff-experienced 

Access to digital would 
Accessible hours 
Classes  
Group meeting space  
Easy accessibility parking  
Access by public transit  
"green" 
0-5 classes 
Large multi-purpose room - reconfigurable 
Community resources  
Local history room 
Rental space reservation  
Outdoor space-park-like 
Shared Pitkin Co. programming 
Safe space 
Free room for not-for profits/ civic groups  
Natural light 
Expand identity of Snowmass 
Follow-up survey, reach out to brd/staff Language 

- branch or station Recommend town park location 
Maybe shuttle of people to Aspen? 
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Recommendations 
 

Space allocation and estimated costs 
 

After reviewing existing use patterns according to staff, and expressed interest by 
the public, this consultant would recommend key branch internal space allocations 

as follows: 
 

Category % of 

total 2,000 sf  
3,000 5,000 sf 8,000 sf 

Meeting rooms  

40% 800 1,200 2,000 3.200 

Collection (including 
public tech) 

 

20% 400 600 1,000 1,600 

User seating  

10% 200 300 500 800 

Special use 5% 100 150 250 400 

Staff space 5% 100 150 250 400 

Non- 
assigned (including 

mechanical) 

 

 

20% 400 600 1,000 1,600 

Projected construct- 
ion cost @ $700/sf 

 

$1,400,000 $2,100,000 $3,500,000 $5,600,000 

 

Note that these square foot costs are construction only, and do not account for 
Furniture, Fixtures, and Equipment (FF&E), which will be at least 10% of the 

construction costs. Nor does it include ongoing costs such as staff or utilities, 
although these might well be shared between Snowmass Village and the Library. 
Note, too, that available funds may face new needs, and constructions costs are an 

estimate in a rapidly rising market. 
 

A consistent finding of all group meetings was a desire for room to build community 

through library programming (particularly storytimes, but including presentations 
both educational and recreational), and locally generated public gatherings. Thus 
the greatest single space need is for meeting rooms. There should be at least four 

differently sized spaces, to include one large space (approximately 500 sf, to 
accommodate at least 50-80 people in an auditorium setting, and perhaps divisible 
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into two spaces), one space for 25 people (at about 200-250 sf) and at least two 
spaces for groups 8-12 (at about 150 sf). Each room should be equipped with 

adequate power, presentation technology, and sufficient tables and chairs. A 
collection, consisting of some regular displays of rotating collections and “hot 

picks,” as well as delivered items, is the next largest space need. This should also 
include public PC and internet stations. User seating includes open public seating, 
meaning tables, chairs, and perhaps study carrels in the library space itself. 

Special use falls into additional small study spaces, and the possibility of a small 
local history area. Staff space includes both public space (the “hub” model of a 

single central service desk works well for the staff, rather than multiple smaller 
desks, and should be preserved if possible), and more private shared office and 
break space. (This could be shared with Recreation Center staff.) Non-assigned 

space is simply the openness required to make use of library real estate: 
walkways, space around tables, and so on, as well as necessary mechanical room 

space (typically 20-25% of a combination of the previous spaces). Space 
recommendations are expressed as percentages, to allow for easier recalculation 
based on the building footprint. 
 

Other planning considerations 
 

 

 Library space planning is moving away from hard numbers (specific volumes 
per capita, square feet per capita, etc.) and toward a more strategic focus.  

 Assuming sufficient revenues, it usually takes about a year to design, and 
another year to build, a branch. 

 The key cost of libraries is not construction, it is operations. While the library 
has savings of approximately $4 million to put toward construction the 
largest single expense (about 60% of the total annual expenditures) of the 

Pitkin County Library is staff. There is little capacity to expand staffing to 
levels commensurate with the Aspen location. This makes the sharing of 

staff--for supervision/security, public meetings, circulation of library 
materials--essential. The strong interest of  Snowmass Village administration 
and Recreation Center leadership is a very positive sign, both for shared 

staffing and for the securing of a park-like setting with adequate parking. 
 Other operational costs include such utilities as electricity and water. 

Broadband connections are another ongoing cost. Here’s a handy way to 
begin to estimate ongoing operational costs: divide monthly costs at Aspen 

by its total square footage to get a square foot cost, factor in Consumer Price 
Index increases, and multiply by branch square footage.  

 Today’s construction is more ecologically conscious. It may not be necessary 

to seek Leadership in Energy and Environmental Design (LEED) certification 
for the building, but today’s best practices are “green.” 

Timeline 
 

A reasonable timeline might look like this: 
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 September-December 2022. RFP and selection of an architect to translate 
general guidelines into a comprehensive program and conceptual design. 

 January-March 2023. Architects continue to develop toward construction 
documents. The Pitkin County Library might choose to bring in a construction 

company to contain costs up front, or allow the architect to manage the 
project, making budget cuts as the project bid is published and the numbers 
come in. Generally, a library-accountable construction manager (CM) is 

recommended--someone with construction experience, but not part of the 
contractor/architect team. Their salary saves itself. 

 April-August 2023. Negotiate agreements with Snowmass Village. Seek 
donors. (This negotiation and fundraising could begin now, and continue 
through the course of the project.) 

 September-November 2023, construction begins. 
 November-December 2024. Library opens. 

 

Conclusion 
 

The Pitkin County Library has done a good job in establishing modern library 

services, in earning community trust, in saving money to jumpstart the project, and 
in seeking community input about the new branch. It seems well positioned to now 

build on that excitement to generate important and perhaps transformative 
investment in a new model for outreach. 
 

This consultant anticipates a successful new library, and a grateful community.  
 

James LaRue, CEO 
LaRue & Associates 
April 2022 
 

Draft survey 
 

At our second public meeting in Snowmass Village, it was suggested that the library 

put out some kind of public survey, allowing those who did not or could not attend 
these meetings to have some input. 
 

To that end, here’s a draft approach to a Surveymonkey-style survey that tries to 

provide a little planning context. 
 

What’s this about? 
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Library board and administration, as well as Snowmass Village residents, would like 
to establish a new service location in the Village. Today, Snowmass Village 

residents make up about a quarter of the county’s population, but lack a permanent 
facility. The library has set aside approximately $4 million savings toward 

construction. Moreover, Snowmass Village officials have also expressed interest in a 
shared facility, easing staff and operational costs. 
 

In a series of public meetings, the library presented four transformative trends 

within librarianship, and asked participants to weigh in on both their current use 
pattern, and give us their perspective on where the community would like them to 

be in 3-5 years (which is about how long it takes to design, budget for, and build a 
new facility). 
 

This survey consists of 10 questions (two pairs under each trend, and two separate 

questions), and should take about 10 minutes to complete. 
 

Next screen 
 

 

1. Physical to Digital 
A physical library is primarily focused on materials: books, magazines, 
newspapers, DVD’s, CD’s, the tangible items used within the library or 

circulated to patrons. A digital library makes its resources available online, 
either within the library or remotely. In terms of the use of space, the former 
is characterized by many stacks; the latter by more computer workstations 

and other technologies (high speed wifi, demonstration devices like 3D 
printers, large screen monitors in study rooms, etc.).  

 
 

Where does your library use fall along this continuum today? (a-e) 
 

Physical 
   

Digital 

a b c d e 

 

Where along this continuum do you think your community needs the library 
to be in 3-5 years? 

 
 

Physical 
   

Digital 

a b c d e 

 

Next screen. 

07-05-22 TC Packet 24 of 62



 

 

2. Individual to Community  
 

 
This continuum ranges from Individual (one-on-one transactions between 

staff and patrons) to community (uses by groups). In the first case, there are 
service desks and personal study tables. In the second, there are more 
community gathering spaces, typically discrete rooms with tables and chairs, 

video display and sound equipment. 
 

Where does your library use fall along this continuum today? (a-e) 
 

Physical 
   

Digital 

a b c d e 

 

Where along this continuum do you think your community needs the library 

to be in 3-5 years? 
 
 

Physical 
   

Digital 

a b c d e 

 

Next screen. 
 

 

3. Collection to Creation 
The collection is again characterized by stacks or services presenting content 
that is consumed (read, viewed, or listened to) by the public. Creation is 

about the production, either individually or in groups, of new content. A few 
examples of content creations: gathering and cataloging the music of local 
bands; digitizing, watermarking, and retaining artwork by local artists; or 

gathering local stories reflecting both individual and shared history of the 
community; or displaying and recording exhibits of local quilt-making. Note 

that this is not just “crafts at the library.” It pointedly includes harvesting 
that content to become in some way a part of the library’s collection. 

 

Where does your library use fall along this continuum today? (a-e) 
 

Physical 
   

Digital 
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a b c d e 

 

Where along this continuum do you think your community needs the library 

to be in 3-5 years? 
 
 

Physical 
   

Digital 

a b c d e 

 

Next screen. 
 

 

4. Portal to Archive 
A portal library is about the often transient materials that bring the world to 
the community (i.e. news, popular and current books, music, and movies). 

Whether physical or digital, this content is about what’s going on in the 
larger culture. An archival library is about taking the community to the 
world; it gathers and organizes unique local stories, in large part because 

Amazon and Google will not. Archival libraries step a little ways into museum 
territory, with collections of letters, maps, and photographs, although many 

of these sources may also be digitized.  
 

Where does your library use fall along this continuum today? (a-e) 
 

Physical 
   

Digital 

a b c d e 

 

Where along this continuum do you think your community needs the library 
to be in 3-5 years? 

 
 

Physical 
   

Digital 

a b c d e 

 

Next screen. 
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5. Keep 
 

 
What services, currently provided by the Pitkin County Library, do you want 
to make sure the library keeps or retains in Snowmass Village? 

 

 

 

 

6. Aspirations 
 

 
What are your hopes or Aspirations for a new service location in Snowmass 
Village? 

 

 

Thank you! 
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