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Executive Summary

GPLS held 6 discussion groups with library staff members around the state to explore their vision of the future of libraries and GPLS. Discussions focused on three scenarios of possible library futures. Participants discussed what was likely, unlikely, and missing in each of the scenarios, then identified possible roles for or services from GPLS that could help libraries achieve their desired future. This report summarizes the outcomes of all discussions.

The library environment for the next 3-5 years is focused on:

1. Addressing funding challenges
· Competition for funding increasing

· Funding not keeping pace with library needs 
2. Providing increasingly diverse services
· Patrons demanding new services, technology
· New roles for library staff / more “teaching” 
· Explosion of use of technology in libraries

· Libraries will need to “ramp up” to support new services (funding, staff support)
3. Buildings 
· Buildings as community gathering place
· Buildings adapted for new uses
4. Staff transformation

· Critical need for knowledge and skill development

· Staff levels inadequate to meet patron needs
5. Increasing collaboration
· Collaboration is increasing among libraries and with other organizations
· New models of collaboration can expand opportunities for public libraries
Recommendations for GPLS based on this library environment are to:  
1. Increase funding 
· Provide more and stable funding to libraries 
· Introduce grants dedicated to specific purposes
· Provide competitive grants
· Streamline grant process

2. Strengthen public library capability through staff training
· Increase training provided

· Offer training locally
· Anticipate training needs (pro-active vs. reactive)
· Offer access to training provided by other agencies
3. Strengthen public library capability through technology

· Provide IT support / training
· Improve technology infrastructure statewide
· Help libraries stay ahead of the technology curve
4. Organize Collaboration
· Set standards for Georgia public libraries

· Set up a clearinghouse of best practices

· Act as broker for group purchasing

5. Assist with marketing / advocacy 
· Conduct statewide ROI study for use by local libraries
· Conduct statewide PR campaign on behalf of public libraries
· Help libraries undertake local marketing / advocacy campaigns

The Library Environment
The major theme arising from the 6 discussion groups held with library staff members throughout the state in April - June 2007 is libraries struggling to meet increasing needs and expectations of users. Participants see themselves offering new services in new ways.  They also see themselves doing this in an environment with static or declining funding.

The driving forces for libraries are changes in the environment and the expectations of users (or potential users). Users have many more freely available sources of information (good or bad) and there is increased direct competition for many services that only libraries provided in the past. The “digital divide” continues, and despite more people having access to technology at home and work, there is increased and growing use of libraries for both access and training. Technology as a means to provide information and services continues to dominate library development. At the same time, users want more personalized service and a local library that serves as both a resource and dynamic community center.

The six areas of focus for Georgia’s public library staff members in the next three to five years are:
· Addressing funding challenges

· Providing increasingly diverse services
· Buildings 

· Staff transformation
· Increasing collaboration
1. Addressing Funding Challenges
In the future, competition for public library funding will increase.  At the same time that patrons are demanding more and better services, public libraries are receiving little or no increase in funding.  The lack of dedicated funding (for building maintenance for example) makes it difficult for libraries to keep pace, much less improve.  Additionally, unstable funding streams make it difficult for Georgia public libraries to plan for long-term projects.  Local government officials underestimate the value of the library (often based on antiquated notions of what a library is) and this leads to smaller budgets and less respect for the public library’s important role in the community.  

Highlights from sessions include:

· Growing gap between funding received and services demanded by patrons

· Local governments do not value or fund libraries sufficiently and this is mirrored in state government (BOR)
· The impression that state-distributed library funding is inequitable

2. Providing Increasingly Diverse Services

Libraries are seeing increasing demands by their users.  While traditional services are still popular (children’s services for instance,) patrons also want new and different services: remote access, self check-out, customized services.  Library users are increasingly mobile and want access to the public library from home or office and when traveling.  Populations with special needs are growing (non-English speakers for instance) and they also want library services.  While patrons want access to new technology, many of them do not have the technical skills to use it, and look to the library staff to teach them.  There has been tremendous growth in government-directed service assistance (helping patrons apply for food stamps online for example.)  Some of these government-service patrons are resistant to using the computer and look to the library staff to complete the form for them, a new role for staff to take on.  Staff members lack the knowledge they need and the resources to learn, time, opportunities, funding.  Public libraries are struggling to keep up.  They would like to be pro-active community leaders in technology but are instead reactive and lagging further and further behind the demands and needs of their patrons.

Highlights from the session include:

· Patrons increasingly demanding new services and more technology

· New roles for library staff / more “teaching” 

· Explosion of use of technology in libraries 
· Libraries will need to “ramp up” to support new services (funding, staff support)

3. Buildings

Public library buildings are important gathering places in their communities.  They build community and contribute to economic development.  At the same time, many buildings are inadequate; not large enough for their patrons and/or not configured properly for modern technology.  As the needs of patrons change, public library buildings must also change.  “Green” or eco-friendly library buildings can save money in the long term.  Combined buildings where the library shares a facility with another community agency (e.g. museum) will be more prevalent in the future.

Highlights from the session include:

· Library buildings as community gathering place
· Library buildings need to be adapted for new uses
4. Staff Transformation
Staff members are the heart and soul of the public library.  Patrons still value the personal touch that is provided by dedicated staff members.  Library staff should be constantly learning and community leaders in information technology.  Instead, they are struggling to keep up to date.  They need training (at both the professional and para-professional levels) to enable them to meet user needs.  Patrons have increasingly sophisticated technology needs and are looking to the library staff to help them with those needs.  When a staff member does want to attend a workshop, sometimes there is no one to “cover” their position while they are gone.  Current low salaries hinder recruitment; more funding for higher salaries and increased staffing is needed.  Tuition assistance grants can assist not only in educating current staff but also in recruiting new staff.
Highlights from the session include:

· Critical need for knowledge and skill development

· Staff levels inadequate to provide the services patrons want
· Staff pay often inadequate

6. Increasing Collaboration

Libraries will engage in more collaboration in the future.  Indeed, collaboration on all levels will be critical, local, regional and state-wide.  No one public library can afford to buy everything and developing more partnerships will help libraries leverage current resources.  Group (statewide) purchasing is seen as a way to achieve economies of scale.  Efficiencies may be realized by standardization.  If all libraries have the same technical platform, purchasing and support can be streamlined.  Negotiated state contracts can decrease the costs of all types of supplies from DVD cases to paper towels.  Sharing documents (generalized position descriptions for example) can prevent libraries from having to “reinvent the wheel.”  Collaboration on the local level is also important.  Community partnerships help libraries get their message out and market themselves.
· Collaboration is increasing among libraries and with other organizations

· New models of collaboration can expand opportunities for public libraries

Recommendations for GPLS
Public libraries in Georgia look to GPLS for assistance in meeting the needs of their communities.  Cooperation and collaboration remain valued strategies to achieve shared goals, extend the reach of collections and services and make the best use of limited resources.

While the interests and needs of different libraries (in different environments) vary, there is remarkable consistency in the types of assistance desired from GPLS.

Recommendations for GPLS fall into the following 5 areas:

· Increase funding 
· Strengthen public library capability through training

· Strengthen library capability through technology

· Organize collaboration

· Undertake marketing / advocacy on behalf of local libraries

1. Increase Funding
Libraries of all sizes expressed the need for more funding.  Funds for both basic operations as well as special projects are desired.  Additionally, new funding schemes were suggested as a method to achieve specific aims.  While much of the focus was on state funding, strategies to increase local funding also received attention.  Specific solutions suggested include:

· Provide a mechanism for stable funding as an aid to planning

· Change the state aid formula

· Give competitive grants for innovation

· Fund by true population count

· Streamline the grant process (especially for small grants)

· Provide funding in specific categories: travel, building maintenance

· Broaden state-paid positions to include paraprofessional and IT positions

2. Strengthen Public Library Capability through Training
The need for staff training was widely expressed.  Participants recognize that staff members are key in providing the services patrons want and need, and staff members at all levels need access to training in order to keep up with changing demands.  Directors need opportunities to engage in big-picture, “forward-thinking” events; line staff need assistance in dealing with technology and a changing client base.  Even trustees can benefit from training.  With the retirement of the “baby boomers” there’s also a need to train new directors and the next generation of leaders.    Specific solutions suggested include:
· Provide training locally or regionally within the state
· Offer a clearinghouse of training opportunities
· Provide more online classes

· Offer scholarships or free or discounted tuition 

· Anticipate training needs (pro-active vs. re-active)

· Offer training on specific topics (15 topics mentioned)

3.  Strengthen Public Library Capability through Technology

The need to keep pace with rapidly changing technology is putting a strain on public libraries.  Current staff members often lack the necessary skills to plan and implement technology-related projects in the library.  Libraries that try to recruit and hire IT experts often discover that they cannot find suitable candidates or afford to pay the expected salary.  Specific solutions suggested include:
· Provide regional or local IT support.  Hire “state-paid” IT staff, sponsor quarterly IT meetings, contract with an outside agency for technical support or offer centralized technical support such as a “Help Desk.”

· Create state-funded IT positions in libraries

· Standardize technology for price breaks and ease of support

· Provide more (sufficient) bandwidth statewide

· Provide support for local library websites – perhaps a template

4. Organize Collaboration

Collaboration provides many benefits for public libraries from expanding the impact of limited resources to raising awareness of the library on the local level.  Public libraries in Georgia are ready, willing and eager to collaborate with GPLS and with each other.  Specific solutions suggested include: 

· GPLS act as broker for group purchasing (of electronic materials, computers, and supplies such as DVD cases.)

· Negotiate statewide contracts for any product (e.g. book tape)

· Set up shared cataloging / processing center

· Coordinate local libraries seeking grant funds (e.g. Gates)
· Develop partnerships at the statewide level to benefit local libraries (e.g. Jr. League)

· Offer clearinghouse of best practices from other libraries with boilerplate documents, job descriptions, administrative documents

· Offer regional opportunities for libraries to discuss and share issues

· Develop digitization plan for Georgia, integrate into Georgia Digital Library

5. Assist with marketing / advocacy 
Libraries see a need for marketing and advocacy on the local, regional and statewide level.  Specific solutions suggested include: 

· GPLS advocate for libraries in the state legislature
· GPLS conduct a statewide PR campaign about libraries

· Train library staff in advocacy

· Publish a “How To” guide about marketing in the local community

· Contract for a statewide ROI study that allows libraries to use locally / add on a local component

· Conduct a targeted assessment of teens and 20-somethings.

· Assist libraries in marketing to “niche” groups (e.g. homeschoolers)
· GPLS Focus Groups
CURRENT / FUTURE
Funding

Competition for funds will increase

Funding streams are not stable, makes it hard to plan 

There’s a gap between funding agencies and library users – funders may not use the library or understand its value

Community

Collaboration with community partners will have to increase

Library’s role in training users to use technology

More patrons will be using social networking tools

Younger generation may not have same perception of (value of) printed books

Library increasingly becoming an entertainment place

Collections

Books will continue to be most desired item, book as a physical object is still important

E-books are not replacing print

Print collections (especially reference) are getting smaller

Increased demand for electronic resources (databases, collections)

Patrons do not understand “internet resources” (The difference between purchased databases and free resources)

There will be more outsourcing of back-room tasks, more pre-processing

Customer demand for materials keeps going up

Library catalog (not Google or Yahoo) will remain the predominant discovery tool for collections

Services
Increased demand for remote access, patrons can do it at “home” (get library card, reserve book)

More self-service by patrons (e.g. self check-out)

Patrons value convenience more than accuracy (“good enough” search results)

Users are increasingly mobile (Travelers want to check e-mail but are not voters in local community)

Increased use of and demand for new technology.  User-driven demand for a variety of tools / social networking.
Customized library services for users

Many users do not have the technical skills

Library service is increasingly electronic assistance; “teaching,” guiding

Not everybody has access to the internet from home; library access to the internet is key (important)

Users still have need for human interaction with library staff, individualized personal service is still important

Children’s programming is very popular and is good PR

Libraries need to serve people with special needs, non-English speakers, adult literacy

Government directed service assistance (e.g. applying for food stamps) is increasing 

Library website as point of departure
Buildings

Buildings are not keeping up with demand or technology; need to change

Buildings play a role in economic development

Buildings must promote community

Combined buildings – libraries and museums in same building e.g.

Staff
Staff are forward thinking; community leaders in information technology

Staff are constantly learning

Staff do not have enough time to plan

Staffing levels are inadequate

IT staff do / will not have MLS degrees

General
Libraries are dealing with less resistance to technology (patrons & staff)

Likely to be more sharing among libraries in the future – HR, financial services, technical services, training, IT

Libraries need vision

Collaboration is essential – no one library can have all the resources needed (The state will have to get more involved in supplying / building collections to share)
DESIRED
Funding
More funding
Stable funding (facilities, technology, staff, books) as an aid to planning

Non-traditional funding sources

Different state aid formula

More non-tax dollar funding

Equity of resources

Method of funding needs to change; need for more state services

Increasing audit / finance accountability

Dedicated millage on everyone’s property tax / taxing authority

Marketing / Advocacy
Libraries are considered worthy of funding and are funded accordingly

Community Partnerships (Marketing – how we get our message across)

More effective promotion of usefulness

Marketing plans (niche marketing)

Return on investment (ROI) study to show value

Marketing at statewide level on GALILEO e.g.

Establish library identity; libraries have an identity crisis and don’t know who they are because they are trying to be all things to all people.  Need to focus.

Statewide advocacy campaign for libraries and Galileo.  Put up billboards on the interstates.

Marketing to “niche” markets.  (e.g. homeschoolers)

Staff
Well-trained staff / Staff training (for paraprofessionals and professionals)

Enough staff

Staff with more sophisticated technology skills who can help users with technology

Passion to serve the patron

More regionalized work groups or focus groups on particular topics.  Not just for directors but for other levels of staff too.

Higher salaries for library staff (especially paraprofessionals)

Affordable health insurance

Tuition assistance (also helps with recruiting)

Buildings

Modern buildings

Regular construction and building repair funding, a system in place for maintenance and adaptation to meet changing needs

Assistance with small renovation projects (e.g. when a roof goes bad)

More “green” eco-friendly libraries; will help save money

Continued incentives for construction

Libraries as place for diverse populations (teens, seniors, etc.)

Collections
More backroom outsourcing

Expanded consortial buying for digital collections and services (e.g. Tutor.com, Virtual Reference Desk)

Shared cataloging

Services
More “front of house” services (direct service to patrons)

High tech High touch service

Better customer service

Discover what programming patrons want
Appeal to diverse groups

Technology

Technology support

IT mindset has to change from maintenance to emerging technologies (staying ahead of the curve)
General
Better educated trustees

Group purchasing

More outsourced resources

IT support

Adequate collections

Adequate technology

More partnerships

Increased collaboration with other state agencies

Front line staff and patrons need a better understanding of state services (what is possible?)

Need for many choices for users, no one library can afford to buy everything

Library school in Georgia

Sharing program ideas and resources

Increased accessibility – both physical and electronic

WHAT GPLS CAN DO

Funding

More funding

Give competitive / collaborative grants for innovation (seed money to try something new)

Mix of competitive and allocated grants (allocated grants like old LSCA grants with money allocated by population)

Fund by true population count

Streamline grant process (especially for small <$2000 grants)

New funding stream for building maintenance

Restore travel grants (dedicated to staff development)

Maintenance of effort

Allocate more state money directly to libraries

Broaden definition of state-paid positions to include paraprofessional and IT positions 

Put LSTA money in the state not in the state library

State Librarian needs to “bang” funders over the head.  Board of Regents needs to understand that the State Library is part of BOR.  BOR should give tuition grants.

Training
Staff training offered locally, regionally

Offer a clearinghouse for training

More online classes (with CEU’s)

Scholarships for staff training

Anticipate training needed (pro-active vs. reactive)

Standardized training

Offer discounted tuition to tech schools and universities

Training on specific subjects: 

how to use volunteers

technology, basic technology

for trustees

emerging technology

legal issues (e.g. copyright, CIPA, any issues that can get libraries into trouble)

similar to INTEC training for school teachers (with credit)

measuring outcomes and results

electronic resources (face-to-face and online)

management

accounting

“big picture” forward-thinking training for directors

communication skills including media skills, talking to the media

leadership academy

expanded comprehensive training for new directors

skills to deal with changing client base

Technology
IT support / training


Have state-paid roving IT staff, staff assigned to quadrants of the state or 

“traveling technologists” (do  NOT have to be MLS)


Sponsor quarterly IT meetings


Sponsor comprehensive IT training program

Provide a solution so every library doesn’t have to have computer experts 

on staff


Contract for tech. support (regional education service agencies or RESA)


Offer centralized tech. support (like a call center) for cataloging and 

technology

Create state-funded technology positions IN local libraries

More (sufficient) bandwidth statewide

Standardization of technology (all libraries have standard software, same basic architecture, standard interface)

Technology infrastructure (T1 line)

Support for local library websites – perhaps a template

Bring technology up to date so libraries can focus on other issues

Standards / Benchmarks / Best Practices / Compliance
Set standards or benchmarks 


For collections, technology, funding

What IS enough?

To give libraries something to shoot for

Have enough “teeth” to spur local action

Clearinghouse of best practices (so libraries don’t have to reinvent the wheel)

For HR issues, staffing: job descriptions, benchmarks, formulas, matrix, funding levels, staff levels.  Also job descriptions so you don’t have to write your own, database of what libraries are paying locally or recommended state salary scale

Boilerplate documents

Coordination assistance (e.g. which libraries use which vendor)

Statewide staff certifications (All levels of staff – MLS and paraprofessionals)

Provide state-paid finance staff

Indexed administrative directory of documents for libraries

Collection development manual 

Consulting

Provide assistance for strategic planning (consultants or grants for consultants)

Provide customized consulting.  (Different libraries have different needs)

Grant-writing services; consultant to assist libraries in identifying and applying for outside grants (e.g. Ezra Jack Keats grant)

Help with recruiting inside and outside the state

More consultants & consulting

Specialized consultants

Expert consultants – legal issues, technology, renovating facilities

Resources on HR, law

Legal vouchers (hire lawyers who know library law and give vouchers to local 

libraries to pay for their services)

Guidance and direction in adult services

Support to local friends groups

Get the right staff at GPLS in the right positions

IT consultants IN the field

Operations consultant (with overall view of everything and they fit together.  How accounting fits with collection development e.g.)

GPLS staff not “pooled” in Atlanta

Marketing / Advocacy / Assessment
GPLS advocate for libraries across the state – tell the leaders in GA where libraries stand

Advocacy – train library staff to advocate 

“How-to” guide – how to market in YOUR community

Statewide ROI study done by outside consultants, “economic impact” study that local libraries can use / add on a local component

GPLS do statewide PR campaign


To public, BOR, legislature

Custom marketing assistance

Needs assessment and service design for younger users (in their teens and 20’s)

Collaboration
Group purchasing / coordination / act as “broker”

electronic materials, computers, supplies (e.g. DVD cases); also group services such as Galileo, Evergreen

easier for state to support if all libraries have the same resources

split cost between state and local libraries

Coordinate outsourced resources

Negotiating statewide contracts for ANY product (book tape e.g.)

PINES improvement and incentives for all libraries

Get past PINES – libraries need something else wonderful

Shared cataloging

Continue to fund and provide access to OCLC & WorldCat

Coordinate local libraries seeking more grant funds (e.g. Gates)

Develop partnerships on statewide level (e.g. Junior League) to benefit local libraries

Consolidate / centralize LBPH in Atlanta

Adult program sharing

More small group community discussion

Regionalized processing (processing centers)

More collaboration with Board of Regents institutions

Support for and information about collaborative efforts

Develop a digital plan for the state, integrate into the GA Digital Library

Communication

Better communication – information must trickle down to all levels of staff

Keep libraries in the legislative loop

Upgraded website for GPLS: updated, more organized, put everything in there

General
Independent State Library Agency (will let GPLS have an agenda that is not set by another agency)

GPLS has a vision for the state and develops a plan

Off-site storage facility

Streamline building process

Hold focus groups convenient to staff, focused on the library of the future

Support for Friends of Library groups, trustees

Comments
· Collaboration will have to be built – libraries are not currently doing this but they will have to move in this direction.

· Buildings are inadequate – do not even have enough room for people to sit down.  They are not versatile enough.  This is due to a short planning time and underestimating population growth.

· There is increased desire by business for library services to them.

· Funders see the library based on their memories of using the library as children.  (They are not current users.)  They still think of the library as “books” – not as a digital portal.

· There’s a fine line between “we know what’s good for them (patrons)” and asking what they want.
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