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About Us
LEROY COLLINS LEON COUNTY PUBLIC LIBRARY

• Seven locations throughout the county.
• Sit within County Government.
• Serving almost 300,000 permanent residents.

⚬ Nearly 66,000 students between two major universities and one 
state college. 

• Robust Friends of the Library. 
• Active Library Advisory Board (Focus Group, not a governing Board).
• Strategic Plan is called the Essential Libraries Initiative (ELI).



Strategic Planning 
O ve rvie w



Tactics is knowing what to 
d o  whe n t he re  is so me t hing  
t o  d o ; st ra t e g y is kno wing  
wha t  t o  d o  whe n t he re  is 
no t hing  t o  d o .

STRATEGIC PLANNING OVERVIEW

Savielly Tartakower, Polish-French Chess Player



Strategic Planning
PURPOSE

The Essential Libraries Initiative served as a re-envisioning of the 
Library System to address the changing needs of residents and trends 
in library use. 

The ELI included:
• Enhancements to programs and services.
• Capital improvements. 
• Position reclassifications.
• Policy revisions.



Key Information
Who

• County Administration was involved in every step of the process. 
• The County hired a professional company to conduct surveys, 

facilitate listening sessions, and complete in-depth analysis of the 
results. 

Timeline

• The process took two years from the research phase to 
implementation.



Developing the 
St ra t e g ic  Pla n



Engaging Community Stakeholders

• Listening session with 25 representatives from a broad range of 
non-profits and other agencies. Attendees: 
⚬ Ranked proposed library programs. 
⚬ Made recommendations.  
⚬ Discussed how the Library could better partner to address 

community issues.

Targeted Community Listening Sessions

• Listening sessions for the community scheduled at all library 
locations in March 2020; however, only three occurred. 
⚬ Main. 
⚬ One of the library’s rural branches. 
⚬ Teen Advisory Board.  

Identifying Community 
Needs



Identifying Community 
Ne e d s

Community Survey
An extensive, community-wide survey was developed to gather 
feedback from the community at large. Over 4,700 surveys were 
completed. The survey included:

• Multiple choice questions about demographics, perceptions of 
the Library and staff, needs of the community, and reactions to 
the Library’s proposed focus areas. 

• Additional question for respondents without a library card to dig 
further into why they don’t have one. 

• Open-ended question to gather any additional feedback 
respondents wanted to share.











Researching Library Trends
Library Tours
County staff, representatives from the Knight Creative Communities 
Institute, and Friends of the Library visited five award-winning library 
systems across the Southeast Region.  These library tours were 
funded through a grant from the Knight Foundation.

Research Publications
County staff explored the Aspen Institute’s report “Rising to the 
Challenge: Re-Envisioning Public Libraries”, which outlines practical 
steps libraries can take to boost their public profile, create new 
opportunities, and foster conversations about becoming centers of 
learning, innovation, and creativity.



Making it Accessible



Making it Accessible



How to Scale

Engage Community Stakeholders

• Identify local organizations and groups that align with your 
library’s mission and goals and host a focus group discussion to 
explore partnership opportunities.

• Schedule a town hall style meeting and invite the community to 
come provide input into what the library is offering.
⚬ Hot Tip: Have a list of vetted questions to help guide the 

conversation. 
• Approach a community survey with your goals in mind. Research 

survey questions used by other libraries or institutions that fit your 
purpose.  

Cost: Time

A complaint is a gift.
It presents an 
opportunity to 

improve the library.



How to Scale
Library Tours

• If traveling long distances is a challenge, identify other systems 
within a couple hours that offer services, programs, or resources 
that interest you and schedule a visit. 

• Identify award-winning libraries around the country and dive into 
their websites. Reach out via email to request more information 
about their offerings or space. 

Cost: Travel and/or Time



Implementing the 
St ra t e g ic  Pla n



Enhancements to 
Pro g ra ms
Focus Areas
To align the Library's services with the community's needs and 
priorities, the Essential Libraries Initiative (ELI) identified four key 
focus areas:

• Literacy & Lifelong Learning
• Business & Workforce Development
• Civic & Community Engagement
• Arts & Humanities

All services, programs, and resources fit in at least one focus area.



Enhancements to 
C o lle c t io n
Maintain effective collection management procedures to 
keep materials relevant and reflective of the 
community’s evolving needs. 

The Library:

• Underwent a weeding project for the first time in years.
• Adopted the use of Collection HQ to assist with collection 

development based on the user habits of our community.
• Expanded non-traditional items. 



Enhancements to 
C o lle c t io n
Established a Library of Things to encourage sustainable 
practices and a sharing economy.

Primary Categories
• Musical Instruments
• Electronic Devices
• Recreational Items
• Tools

The Library of Things is sponsored by the Friends of the Library.



Position 
Re c la ssifica t io n

To align the Library’s staffing with the needs of the community, some 
positions went through a classification process. As a result, the 
following positions were created:

• Innovation Officer
• Community Resources Specialist
• Outreach Information Professional

The Library has continued to realign positions and the organizational 
structure to better meet the needs of the community and ensure 
equitable job duties and staff support.



Community 
Re so urce s Sp e c ia list
Realigned positions to create a full -time social work 
position on staff to assist patrons in connecting with 
resources. 

Provided referral services for:

• Affordable House
• Career Skills Training
• Mental Health Services
• Food/SNAP Benefits
• Government Services
• Healthcare/Marketplace
• Citizenship
• Reemployment

• Set up monthly tables in the library for easy access to 
services.

• Provide programming at various library locations.

Coordinated with services providers to:



Capital 
Imp ro ve me nt

Facility improvements were identified as a key part of creating a 
welcoming environment that facilitates new patterns of interacting, 
learning, and accessing information. 

Recognizing that the needs of communities evolve over time, 
emphasis was put on flexible spaces. 



Renovation at 
Ma in
Renovation priorities were identified for the Main Library 
based on the needs in the ELI. 

Priorities
Coworking Spaces: New conference, meeting, and coworking 
spaces are being added.

Simulator Lab: A heavy machinery simulator lab will assist 
community members in preparing for their driving tests. 

Podcast Room: An all-inclusive podcast room will provide an 
opportunity for patrons to learn and use the technology needed 
for audible content creation. 

Designated Teen Spaces: A computer lab was reallocated to a 
designated teen space on the first floor. The Teen Lab has two 
televisions, video game consoles, computers, and modular 
furniture. 

Family Computer Area: A computer has been added to the baby 
board book room for caregivers of young children. This space will 
undergo renovation in the future, but has served as a pilot for the 
need of a designated family computer area.



Renovation at 
Ma in
Renovation priorities were identified for the Main Library 
based on the needs in the ELI. 

Priorities
Flexible Spaces & Furniture: There is emphasis placed on 
flexible, modular furniture and spaces to help the library adapt to 
future needs.

Security Enhancements: To ensure patrons feel safe at Main, 
the Library has increased on-site security and added cameras to 
reduce blind spots. 

Cafe Space: A designated eating space will be created during the 
first floor renovation to help establish the library as a “third 
space.” 



Enhancements at 
Bra nche s
The Essential Libraries Initiative includes a phased, 
multi -year plan to assess each Library location.

Priorities
Meeting & Program Rooms
Designated Teen Spaces
Security Enhancements
Flexible Spaces & Furniture

Outdoor Space: By enhancing the outdoor space around certain 
branches, the Library can increase its usable space creatively 



Policy Revision

The Library revised, and continues to assess, policies to ensure they 
provide plain-language direction to the community on library usage. 

• Patron Code of Conduct
• Loan of Library Materials



How to Scale

Enhancement to Programs

• Create annual goals for the library’s programming based on your 
community’s needs and interests. 
⚬ Brainstorm with staff and other stakeholders.

Position Assessment

• Regularly review staff positions to ensure they are relevant and 
equitable. Check to ensure:
⚬ Staff in like positions are performing an equitable amount of work, 

and that workloads are reasonable.
⚬ Duties and responsibilities are still meeting the needs of the library 

and community. 
⚬ Temporary tasks did not become unintentional permanent tasks.



How to Scale

Capital/Facility Improvements

• Evaluate your space with a fresh eye. Consider the following:
⚬ Is there wasted space that could be used creatively? 
⚬ Are there ways to refresh the area without major renovation?
⚬ Has your patron behavior changed over the years, making the 

current layout less likely to meet their needs? 
⚬ Is there outside space that could become an extension of the 

library?



Assessing the 
St ra t e g y



Statistics
• The library uses statistics, in part, to:

⚬ Measure program success.
⚬ Improve collections and services. 
⚬ Identify community needs. 
⚬ Optimize staff priorities.

Surveys
• The library uses program surveys and comment cards to:

⚬ Gain an understanding of program outcomes.
⚬ Solicit patron feedback on services and programs.

Continuously Assessing



Staff Observation

• Library staff observe patron habits to:
⚬ Gather insights into patron behavior that might not be 

captured any other way.
⚬ Assess how patrons use the space to identify changing needs. 

Analysis

• The library analyzes quantitative and qualitative data to:
⚬ Compare the numbers to the personal stories to evaluate 

outcomes. 
⚬ Identify opportunities for growth and gaps in services and 

resources. 
⚬ Make decisions on future services and resources.

Continuously Assessing



Wrap - Up



Take Five

1. Strategic planning helps provide a cohesive vision for the library. 
2. Engaging with community members, staff, and stakeholders to 

actively seek feedback can build trust and ensure library services 
remain relevant. 

3. Strategic planning is scalable! Start small if resources are limited 
by identifying three to four priorities to start with. 

4. Exercise curiosity and creativity to rethink how the library serves 
the community. Look for opportunities to enhance and nurture 
the things your library does well, and opportunities to grow and 
try something new.

5.  Focus on outcomes - not just outputs.  



Kaycee Shiley

Innovation Officer
LeRoy Collins Leon County Public Library

850.606.2616
Shileyk@leoncountyfl.gov



Resources
Essential Libraries Initiative

Rising to the Challenge: Re-Envisioning Public 
Libraries

https://cms.leoncountyfl.gov/Portals/1/Docs/Long%20Term%20Plans/LC-ELI-Strategic-Plan-WEB.pdf
https://www.aspeninstitute.org/publications/rising-challenge-re-envisioning-public-libraries/
https://www.aspeninstitute.org/publications/rising-challenge-re-envisioning-public-libraries/
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