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Agenda
6:00 to 8:00 Presentation

8:00 to 8:30 Library Board Questions

8:30 to 9:30 Public Questions
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Introduction
Purpose and oversight

Consultants

Document organization
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Consultants
CIVICTechnologies in association with The Ivy Group

Brooklyn Public Library

Dallas Public Library

Denver Public Library

Des Moines Public Library

Gwinnett County Public Library

King County Library System

Las Vegas Clark County Library District

Loudoun County Public Library

Milwaukee Public Library

Monmouth County Library System

Some public library clients
Montgomery County Public Libraries

Nevada State Library and Archives

North Las Vegas Library District

Omaha Public Library

Pierce County Library System

San Antonio Public Library

Santa Clara County Library District

Suffolk County Library System

Topeka Shawnee County Public Library

Virginia  Beach Public Library
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Community 
Engagement 
Input Methods

Access Service User Interviews

Advocate Interviews

Confidential Emails

Focus Groups

Library Managers Market Segmentation Workshop

Library Staff Interviews

Library Staff Project Orientation Meetings

Library Website Page for the Engagement Project

Market Segmentation Customer and Usage Analysis

Online Survey of Community Residents

Online Survey of Library Trustees and Staff

Public Forums

Stakeholder Interviews

Telephone Survey of Community Residents
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Document Organization

REPORT

Includes APPENDICES under separate cover

APPENDIX 1: Telephone Survey and Online Survey of 
Community Residents including “open ends” and data tables

APPENDIX 2: Online Survey of Library Trustees and Staff 

including “open ends” and data tables

APPENDIX 3: Public Forums Work Book

APPENDIX 4: Market Segmentation Background Information 

and Customer and Usage Analysis including background, data 

analysis, segment definitions, and FAQ
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Submitted to the Library

Report with appendices:

Telephone and Online Surveys of Community Residents 
Executive Summary

Telephone Survey of Community Residents Open Ends 
and Data Tables

Online Survey of Community Residents Open Ends and 
Data Tables

Trustee and Staff Survey Executive Summary, Open Ends, 
and Data Tables

Public Forum Work Book

Market Segmentation and Customer Usage Analysis

Document availability

Confidentially prepared 

Access Service User Interviews

Advocate Interviews

Confidential Emails

Library Staff Interviews

Stakeholder Interviews
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Access Service User Interviews
Two interviews with users for 30 

minutes each

Advocate Interviews
Two interviews one-on-one for 30 

minutes each

Three in small group settings for 1.5 

hours

Library Staff Orientation Meetings
Two held at Herndon and Richard Byrd

Input

Confidential Emails
fairfax@librarystrategy.com

Approximately 120 received

Offering: suggestions/recommendations

Offering: confirming attendance

Offering: relocated

Offering: asking about online survey

Library Website Page for the 
Engagement Project

Inform the public as the project 
progressed
http://www.fairfaxcounty.gov/library/aboutthelibrary/bot-
public-engagement-initiative.htm
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30 minute interview

In person or on the phone

We asked

What they thought were the critical 

issues facing the county now and over 

the next three years

What library services were of concern to 

local constituents

Interviews were confidential

Stakeholder interviews

Terry Angioletti, Executive Director, Centreville 
Immigration Forum

Nannette Bowler, Director, Fairfax County 

Department of Family Services

Evan Braff, NCS Region 4, Director of Neighborhood 
and Community Services, Fairfax County

Sharon Bulova, Chair,  Board of Supervisors

Adrian Chapman, President and Chief Operating 
Officer, WGL Holdings, Inc. and Washington Gas

John Cook, Member, Board of Supervisors

Jim Corcoran, President & CEO, Northern Virginia 
Chamber of Commerce
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Kathryn Falk, VP, Public & Governmental Affairs for 
Virginia Region and Market Leader for Northern 
Virginia Operations

John Foust, Member, Board of Supervisors

Pat Herrity, Member, Board of Supervisors

William Hwang, President Korean American 
Association of Northern Virginia

Bobbie Kilberg, President and CEO of the Northern 
Virginia Technology Council

Ed Long, County Executive

Joe Martore, CEO, Calibre Systems, Inc.

Stakeholder interviews

Dave Molchany, Deputy County Executive

Bud Morrissette, CEO, Interstate Family of 
Companies

Nandred Navarro, Director of Community Based 
Services, Alternative House

Linda Patterson, Executive Director, Lorton 
Community Action Center

Cheryl Piper, Friends of Access Services

Harold Pyon, Deacon, Korean Central Presbyterian 
Church (KCPC) and Chairman, Korean Community 
Service Center

Catherine Riley, Vice President, Marketing, Fairfax 
County Economic Development Authority
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Todd Rowley, Commercial Market Executive, Senior 
Vice President, Cardinal Bank

Bob Sisson, City Manager, City of Fairfax

Linda Smyth, Member, Board of Supervisors

Patricia Stevens, Executive Director, Office of Public 
Private Partnerships

Linda Sullivan, President and CEO, Arts Council of 
Fairfax County

Gloria Sussman, Friends of Access Services

Tim Thompson, President, Fairfax County Federation 
of Civic Associations

Stakeholder interviews
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 30 minute interview

In person

Interviews were confidential

Library staff interviews

We asked:

What does your department do 
and what do you do?

What obstacles do you face?

What needs do you have?

What are the opportunities?
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Access Services: Janice Kuch

Acting Deputy Director: Jane Goodwin

Branch Services: Nancy Ryan and Pat 

White-Williams

Circulation Services: Chris Bartholomew

Customer Service: Katie Strotman

Internet Services: Ed Kukulka, Jim Seeley, 

Steve Walker

Deputy Director: Christine Jones

Human Resources: Beverly Lange

Library staff interviews

Marketing: Mary Mulrenan

Organizational Development: Moira Folsom

Programs and Education Services: Bobbie 

Conners, Renee Edwards, Ted Kavich

Staff Development Services: Danielle Hopson 

and Bonnie Kline

Strategic Planning: Doug Miller

Support Services: Robin Albert, Margaret 

Bercher, Betsy Keefe

Technology Division: Bob Cappello, Robert 

Harvey, Margaret Kositch

Volunteer Services: Erin Chernisky 
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Seven focus groups were held -- each focus 

group was 1.5 hours in duration

Educators: Kings Park Library, Thursday, April 

14, 2016

Ethnic population leaders: Woodrow Wilson 

Library, Friday, March 18, 2016

Parents of young children: Burke Center 

Library, Thursday, April 14, 2016

Focus Groups

Seniors 55 + years old: Chantilly Regional 

Library, Tuesday, April 12, 2016

Special needs populations: Woodrow Wilson 

Library, Friday, March 18, 2016

Teens: Chantilly Regional Library, Tuesday, 

April 12, 2016

Young professionals: George Mason Regional 

Library, Saturday, March 19, 2016
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3 public forums were held

George Mason Regional Library on 

Saturday, March 16, 2016, from 10:00 to 11:30 

am. 10 people signed in.

Chantilly Regional Library on Tuesday, 

April 12, 2016, from 7:00 to 8:30 pm. 66 people 
signed in.

Kings Park Library on April 14, 2016, from 

7:30 to 9:00 pm. 65 people signed in.

Widely publicized: website, flyers/ 
posters, emails, newspaper articles

Sign in sheets

Public Forums

We asked:

What do you love about the library?

What could the library do better?

What services and programs should the 

library offer in the future?

What are the most pressing problems in 

Fairfax County?

What advice for the Library Board of 

Trustees as it plans for the next 3 to 5 

years?
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Public forums
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Market segmentation and customer usage analysis

Categorization of existing or potential customers 

into groups based upon common characteristics 

such as age, gender, income, and geography or 

other attributes relating to consumption behavior

Discerns the difference between how people appear vs how 
they behave

Market segmentation is a model of reality

Who are our best customers? What are they like? How do we 
communicate with them? Where can we find more like them?

Data sources include U.S. 
Census Bureau, STI 
demographic updates and 
projections, real estate 

transactions and housing 
starts, and consumer 
market surveys
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Market segmentation and customer usage analysis
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Market segmentation and 
customer usage analysis

Sample segment description 
displaying the largest population 
segment “Couples with Capital”

Displays a range of information 
including narrative and preference 
overviews, consumption examples, 
and summary information
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All 42 segments displayed by census 
block group

Market segmentation and 
customer usage analysis
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Sample service area map displaying 
segments by block group that 
generally align with the City of 
Fairfax boundary.

Market segmentation and 
customer usage analysis
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Market segmentation and 
customer usage analysis

All 42 segments displayed in tabular 
form in descending order by 
population

Cumulative population share and 
number display the relative sizes of 
segments
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Market segmentation and 
customer usage analysis

All 42 

segments 

showing the 

relative share 

of population, 

customer, 

and checkout 

share
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Market segmentation and 
customer usage analysis

All 42 

segments 

showing the 

split between 

customers 

and non 

customers 

25



Market segmentation and 
customer usage analysis

The map displays the highest 
population segment “Couples with 
Capital”

Displayed by census block group

Colors represent market potential. 
Dark blue represents fewer 
cardholders and great cardholder 
growth potential. Yellow represents 
higher share of existing cardholders.
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Market segmentation and 
customer usage analysis

The map displays checkouts by 
census block group

Dark brown represents block 
groups with higher number of 
checkouts

Yellow represents block groups 
with lower number of checkouts
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Market segmentation and 
customer usage analysis

The map displays checkouts by 
census block group

Dark brown represents block 
groups with higher number of 
checkouts

Yellow represents block groups 
with lower number of checkouts
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Day-long interactive workshop with library 

managers in April 2016

Morning: data and market segmentation 

concepts and summary of county wide 

library usage patterns

Afternoon: small groups to analyze and 

interpret the data...answer the three 

questions

Briefing Book: background, analytics, 

workshop process, segment descriptions, 

and FAQs

Library staff segmentation workshop

Asked three questions:

Who is using and not using the library?

Are there any surprises?

What are the implications on eight 

domains of library service?

Customer growth

Checkouts/collection development

Programs 

Staff alignment

Marketing/communications

Consumer technologies

Partnerships

Use of facilities
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Library staff segmentation workshop
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Library staff segmentation workshop

31



Presentation by Nancy Davis, Partner, The Ivy Group

Supported by Ellen Roberson, Senior Project Associate, The Ivy Group

Telephone survey of community residents

Online survey of community residents

Trustee and staff survey

Surveys
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Summary of 
Emerging 
Themes

Gaps in service

Findings
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Summary of emerging themes

The organizational health of the library, the Library Board, and the Friends groups needs 
to improve

The library needs a vision about its role in the community

Leadership is needed at all levels

There are two competing service models: traditional vs. evolving 

Survey results indicate strong satisfaction levels with room for improvement in services 
and resources that residents desire

Survey results indicate that library staff and the community are out of sync on library 
service priorities
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Summary of emerging themes

Survey results indicate that the Library Trustees see greater success than do staff 

Stakeholder groups are more frequently in opposition with each other than in agreement

Some advocates laud the professionalism of MLS degreed librarians while deriding MLS 
degreed collection development librarians

The mindset is defensive & individualistic instead of inclusive & collaborative

The public face of the library needs an investment in branding, marketing, communications, 
and social media

Internal work flows and work processes need big investment and “lean” tools

Staff’s racial and ethnic composition should better reflect the community
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Community 
Recommendations

FCPL in the Context of a Changing County and 

World

Customer and Usage Intelligence Using Market 

Segmentation

Strategic Planning to Redefine Community 

Positioning
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FCPL in the context of a changing county and world

FAST-PACED CHANGE in society, technology, economy, environment, 

politics, and libraries

CHALLENGING LOCAL CONDITIONS related to education, literacy, 

immigration, learning, and individual and community success

LOCAL ASSETS AND TALENT are the county’s vital resources and 

economic generator 
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FCPL in the context of a changing county and world

SOCIAL: aging populations, immigration, increased diversity, customization, personalization, culture of 
experience, social media, face2face, digital natives vs. digital immigrants

LEARNING: engaged learning, connected learning, project-based learning, collaborative processes, 
21st Century literacies, and learning through social media

ECONOMIC: budget cuts, restructuring, alliances, community initiatives, agency services offered 

online, continuous job evolution, economic diversification, small business impact, and 21st Century 

workforce skills

TECHNOLOGY: exponential change, fast adoption, rising demand for downloads, devices, wi-fi, cloud, 

mobile apps, and digital divide

COMPETITION: Google, Amazon, FaceBook, Wikipedia, book stores, and Starbucks 
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FCPL in the context of a changing county and world

Principles to balance core and emerging 
services

Library relevance is local

The core human qualities that libraries serve 
don’t change but the ways of serving them do

The library is a trusted intermediary, 
connected, and widely distributed

Librarians are becoming facilitators and 
coaches

Next generation services are boundless

Libraries are shifting to an active service 
model -- demand-drive & customer centric

Respect core services while adapting 
and preparing for the future

FCPL needs a big, encompassing vision 
with broad-based leadership 

The budget is a big challenge -- 
disagreements between parties is not a 
unified front
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Customer and usage intelligence using market segmentation

During the strategic planning process integrate market segmentation findings 

with the results of the telephone and online surveys of community residents

More below...
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Strategic planning to redefine community positioning

Prepare a strategic plan under the library director, not the Library Board

The plan should be holistic guiding community positioning, budget allocations, 
investments, services, initiatives, and actions, both systemwide and by branch

This community expects lots of involvement throughout the process

A more engaged process benefits both the library and the community

All stakeholders should be at the table

Library Board, Foundation, Friends, FCPL staff, other organizations and officials

What can they do for the library, not what can the plan do to advance their interests
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Top-Down/Bottom-Up Planning Model

Take a top-down/bottom-up approach

Vertically integrated service plan with 

overarching countywide services locally 

tailored branch service area plans

42



Recommended strategic plan process

Organize a highly engaging 
process specifically for FCPL

Five major elements that integrate 

public input and review
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Service 
Recommendations

Service Opportunities

Integrated Service Model

Collections Development

44



Service opportunities

Prioritized for children from birth to age 12

Programs, books, and a range of other resources including reading at grade level, 

particularly 3rd grade. 

Identify market segments who are families with children 

Target market using quantitative and qualitative data characteristics --  demographics, 

lifestyle, consumer spending & preferences, occupations, and communication channels

Empirical usage data to build the customer relationshiop -- checkouts, computer use, 

program attendance, and summer reading participation, hold and deliveries

Each outlet service area should specifically tailor its local plan of service to the 
share of families with children
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Service opportunities

Same goes for other identified 
populations 

Special needs

Older adults

Teens

English language learners

Job seekers

Business owners

Enhance / expand

Reference materials and services

Adult literacy programs

Services for English learners

Downloadable materials

Non-fiction

Comfortable meeting and study spaces

Homework help 

Computer and tech training

Author talks & book groups

Fiction

Bestsellers
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First, there is a divergence between the 
service models offered by FCPL 

This is the biggest problem; everything 

flows from this

Second, with no trusted intermediary or 
process to bridge the sides, dialog and 
engagement to resolve differences 
cannot occur

Integrated service model

Service models are mental constructs 

that define one's expectations about 

resources the library should provide or 

emphasize, and things it should do. Two 

model descriptions are presented below 

to illustrate and draw out their 

differences; both models assume 

physical facilities
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Traditional service model

Core or foundational services such as books, 

discovery by browsing the shelves, resources 

including computers and materials for 

research, reference, study, and individual 

fulfillment, quiet spaces for learning, and 

rooms for meeting. The focus is on individual 

and family experiences.

Integrated service model

Evolving service model

Focuses on quick adaptation to changing 

community needs, service experimentation, 

and partnering to achieve shared outcomes. It 

utilizes a demand-based, customer-centric 

approach, employs an active service model, 

embraces changing technology, delivers 

services outside the building, provides 

multi-media resources, encourages discovery 

by browsing the web, offers computers and 

materials for research, reference, study, 

multiple learning styles, and individual 

fulfillment, and is designed for individual, 

family, and collaborative experiences

48



Integrated service model
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FCPL is facing the very same challenges that libraries nationwide are facing to 
integrate these two models

There are plentiful examples from which FCPL can learn and experiment to find 
what's right for Fairfax County

Combining the traditional and evolving service models will help all users adjust 
to the rapidly changing world in which we live while imparting to youth and new 
users the civic and cultural values represented so well by the traditional model

Integrated service model
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There has been significant controversy over the library's weeding and floating collection policies and 

practices

WEEDING:  removal of materials from a library collection in a planned and systematic way.  The 

deselecting process is an ongoing part of collection development, a deliberate and thoughtful activity 

that will keep the library current and vital. 

FLOATING COLLECTION: systemwide collection wherein there is no owning branch designation.  An 

item checked out from one branch and returned to a different branch stays at the branch to which the 

item was returned

FCPL POLICIES & PRACTICES: "Collection Development & Management at the Fairfax County Public 

Library" dated December 2, 2014: http://www.fairfaxcounty.gov/library/news/collection.pdf

Collection development
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Advocates, apparently in consultation with sympathetic library staff and a small number of other 

cardholders, have taken issue with library's weeding and floating collections policies and practices

Complaints 

Weeding and floating removes important literature and classics from collections because the 
items do not get heavy use

These items belong in the collections for civic, cultural, and enrichment reasons

They are also concerned that removal diminishes browsing and reduces people's exposure to 
quality resources, leaves facilities with empty shelves, doesn't properly apply public funds, and 
mishandles county assets

Some advocates go even further to imply that the reduced number of books is part of a plan to 
remove them so that branches will be shuttered, replaced by a virtual or all-digital system; or, 
that branches will be shuttered and transformed into community centers with few books and 
other typical library resources

Collection development
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The library's weeding and floating policies and procedures are well considered and align 
with national and professional policies and practices including devolving decisions to the 
local branch level

Furthermore, in the face of controversy about weeding and floating, the library 
participated in an inclusive collection development planning process

The public-private ad hoc committee "Floating Collections and Discards Committee of 
the Board of Trustees of the Fairfax County Library" provided significant opportunities 
for public input and open discussion about weeding and floating

Resulted in the current library policies cited above

Collection development
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Take an updated look at the existing weeding and floating as part of the strategic plan

This updated look is not opening up the entire policy for wholesale revision. Instead, it 
should be considered a periodic update to revise aspects of the policy that need 
fine-tuning.

Collection development policy changes should be planned within the following guidelines:

In the context of an evolving library service model and technology changes

To implement desired future service priorities (e.g., children) identified by the community in this 
engagement project

As part of the strategic plan’s inclusive public process

Led by the FCPL’s professional staff

With decisions made in a timely manner as part of the strategic planning schedule

Collection development
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Organizational 
Development 
Recommendations

Staff and Organizational Health

Library Board of Trustees

Friends of the Fairfax County Public Library

Fairfax Library Foundation
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Staff and organizational health

One library, not a collection of independent branches

Integrate traditional and evolving service models

Become a learning organization with a forward looking culture

Be quick and responsive to trends and technology

Form partnerships, foster engagement, use community experts

Change mindset and embrace change

Evolve the mindset and embrace change
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Staff and organizational health

Experiment, prototype, learn how to take risks, and learn from failure 

Value inclusivity and collaboration

Create a strong customer service culture

Utilize "lean" principles to adapt work flows and processes that prioritize 
customer service

Employ Gallup's “StrengthsFinder” 

Provide staff training in communication skills
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Library Board of Trustees

Participation -- only 8 of 12 trustees took the online survey

Engage new processes of dialog with staff to close the perception gap 

Focus on strategy and policy, not operations -- measuring the fidelity between 
strategy and service implementation

Budget issues: responsibility, protecting it in a competitive environment, and 
leading a united constituency

Conflict of interest for former FCPL librarian Trustees > independent study of 
Library Board governance
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Friends groups

Raise the level of disclosure and transparency with key documents on the 
library’s website and links to Guidestar

All Friends groups should be integral participants in the strategic planning 
process

Concern about blurring the lines with “supporting, assisting, and promoting 
library activities” leading to an independent study related to the ethics of 
advocacy

Follow up on the audit re: formalize book sales funds sharing
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Foundation

Foundation should actively participate in the strategic planning process and 
implementation of initiatives

On the project steering committee

Review of the Foundation’s plan

Implementation component related to the Foundation

Informal and formal communications between organization executives

Foundation should remain the primary systemwide fundraising vehicle

Limit competition from Friends groups
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