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Abstract

The Arlington Public Library Young Adult Services Department Strategic Plan is a three-year plan designed to meet the needs of the community 12-18 years of age. Current status of materials, community, and needs will be examined. Plans to meet these needs with the resources available to the community will be described. Specific goals are listed to meet the goals and the mission of the Young Adult Services Department. 
Introduction


The strategic plan for the Young Adult Services Department (YASD) of the Arlington Public Library (APL) sets the standard for the mission, vision, goals, and plans for the department over the next three years. It focuses on the current needs of the YASD and those of the young adults in the community, defined here as those patrons aged 12 to 18. The strategic plan will assess the current state of the library with respect to young adult services and proposes goals for fulfilling those needs while following the mission of the organization. Research into the needs of teens was done to establish the strategic the strategic focus and a needs assessment was created to determine the current needs of the community. This strategic plan will be reevaluated on a yearly basis to assure the goals and mission of the organization continue to meet the needs of adolescent community.

Strategic Focus

Mission Statement

Empowerment through learning

Vision

The vision of the Young Adult Services Department is to encourage life-long learning, stimulate creativity, and help prepare adolescents for the transition into the adult world.

Core Values

Empowerment. To provide teens with the tools they need to feel empowered in their personal and academic lives.

Integrity. To be honest with teens and straightforward in our service of all their information needs.

Advocacy. To work with and for teens to ensure that their needs are being met both by the library and in the community at large.

Encouragement. To encourage teens to follow their natural interests and begin the process of life-long learning.

Service. To provide teens with their information needs without judgment or censorship.

Overview

Users

The Arlington Public Library serves the community of Arlington, California, a small city with a population of approximately 105,000 people. It has a very active community with much public support for the library. The city is also home to a medium-sized university and therefore has as addition non-resident population of approximately 11,000 students.

The library on the whole served a population of 104,600 in fiscal year 2002-2003. It is a heavily used library, with circulation of 1,275,971 items in the year 2000, well over the average for libraries serving populations from 100,000 to 250,000 people. Considering the population of Arlington is at the low end of this range indicates even further the extensive use of this library. This is also due to the fact that this library serves more than its official population, with many patrons coming from neighboring communities and the local university. The actual community served is much larger, with 131,222 borrowers reported in 2000 (Public Library Association, 2000).

The young adult services department of the library serves patrons aged 13-18 from both the immediate community and neighboring towns. According to statistical data the library serves 12,115 patrons in the 0-14 age range. While statistics do not exist for the population of young adults served by the library, the local high school has an enrollment of approximately 3,000 students, with several hundred attending local private high schools. Out of the 3,000 at the local public high school, it was reported that in the 2002-2003 school year 19% of the students were low-income, and 9% were still learning English (School Fact Sheet, 2004). All of these patrons in the 0-14 age range mentioned above are potentially future patrons of the young adult services, and should be kept in mind when planning for the future.


Teens are using the library for both personal and school-related reasons. Several studies cite that the main reasons for use are for research and to use the Internet (Loertscher & Woolls, 2002; Bishop & Bauer, 2002). Teens want this space to serve both a social need, as well as an educational one, and would like a space that will accommodate those needs. “Teens show up to see and be seen, to check out CDs and magazines, and to do their homework” (Walter, 2003, para. 1).  They use the space to do research for homework assignments, find CDs, get tutoring, and find information about personal issues such as health and recreational reading. While there has not a lot of research exists on the library habits of young adult patrons, what has been done indicates that teens desire a space that is more welcoming where they can spend time. A small survey done locally (Abreau, Capone, Fanslow, & Stretton, 2005) indicates that teenage girls who were surveyed from a neighboring city’s school system want a more comfortable space, more computers and fewer rules. A survey has been prepared to assess the needs of our young adult users that can be used to indicate how well our changes solve the issues of the young adult community (Appendix A).

A welcoming environment is needed to motivate this group to come into the library. According to Bishop and Bauer (2002), providing an attractive, comfortable space in the library ranked as the most important thing about the young adult services by the teens themselves. Teens want a quiet space to study that is their own, and is comfortable and welcoming. Most come to the library to study and use the Internet, the space should accommodate those things.

Stakeholders

We are all stakeholders in ensuring that our teens are successful in their lives and academic careers. They are the next voting group, the next business people, politicians and decision makers. It is essential they be given the skill to succeed and the confidence to overcome all the obstacles they face in modern life. The library has a unique opportunity to be a central influence for this often overlooked group, and to lead many local groups in ensuring their success. “Empowering leaders don’t do things for people; they work with people to effect change” (Schuman, 1994, para. 36). The following groups are the stakeholders whom the library will work with on the programs and initiatives outlined in this strategic plan.

Teens. Involving teens themselves in the library plans is essential. They are the key focus of the entire department and all that is done within the department. So many decisions about teen life is made without their involvement. Part of empowering them is to include them in the process so they are aware that their opinions and decisions matter.

School. The school media center staff, health center staff, and school principal will all be involved in the programs that are being created and working with them is important. They have access to the teens in the area and have daily interaction with them. They will be crucial in getting teens involved in programs offered.

Community. The local community is very involved in events and programs for children and teens. Working with groups such as the local YMCA, only a block from both the library and the high school, women’s shelters, local artists and writers will all 

Library. The library director’s support is essential in all these programs, as is that of the local library board. 

Parents. Parental support is needed for the success of all children. Some teens do not have parents who are active in their lives, but their involvement could be beneficial. The local Parent Teacher Association is very active and involved in community life and is a valuable resource to the program.

Existing Programs and Holdings

The young adult area of the library is currently housed on the second floor next to the reference desk (Appendix C). It is a single room with open entrances to the reference area and the second floor lobby. The most popular traffic flow has patrons walking through the young adult room to get from reference and rest rooms to the main reading room, which houses some non-fiction as well as periodicals, and the local history room. Three walls of the room have bookshelves holding non-fiction books, audio books and graphic novels, and there are four 4-foot shelves in the middle of the room to house fiction titles. The room has one large table for studying and a smaller table for a single OPAC machine.

The library has a very active Teen Advisory Group that has approximately eight members. The group meets monthly to review books, propose ideas for programs and improvements and to advise the staff of the Young Adult Services Department. This group is essential and provides and invaluable link between the library and the teen community. It is important for the library to remain in touch with the wants and needs of its patrons, and this group is essential in that endeavor. 

The library provides other valuable, but short term programs to get teens involved in the library, such as poetry workshops and book cover contests. These are valuable in getting teens into the library, but should be expanded into more permanent or long term programs. Longer term programs are needed that will both attract teens who do not normally use the library, reaching perhaps different groups of teens depending on the focus, and encourage life long interest in learning as  part of the department’s vision.

Environmental Analysis

Strengths

Proximity to the public high school. The public high school is one block from the main branch of the public library, which makes it an ideal location for programs for teens. It is more likely that teens will participate in programs if they are easily accessible and at convenient times. Efforts should be made to hold programs in the hours immediately following school. Working with the schools and with the teens themselves should be made much easier due to the convenient location.

Existing Teen Advisory Board. The library already has a teen advisory committee that is integral in both developing and marketing programs for teens.

Friends of the Library. The library has a very active Friends of the Library, which can often help in funding programs for teens.

Active library community. The library is one of the busiest in the area and the city’s citizens are very invested in the library. While this may be a detriment to taking space away to dedicate to teens, there is a great interest in continued learning and community activity, which is always a good thing.

Weaknesses

Funding. The library is currently going through a budgetary crisis. External funding will most likely have to be the sought for most improvements and programs.

Space. The library was recently rebuilt and unfortunately a large and dedicated young adult section was not planned. Space has been largely appropriated, so the space that exists is likely the best one to work with.
Staff. Staff resources are small and are unlikely to increase within the strategic plan’s time frame. Much outside assistance will be required.
Opportunities

Local community groups. The city has a large and active community with which to work. There are groups to cover almost every conceivable interest, giving the library a plethora of opportunities to develop new, interesting, and innovative programs.

Popularity of graphic novels. Graphic novels have become very popular in recent years, and their popularity has been a draw for young adults to the library. In “Graphic Novels Feel the Love”, authors Douglas Wolk and Calvin Reid reported the popularity of graphic novels in general at the 2002 Book Expo America conference and noted that they have the ability to “reel in boys, who are otherwise too often absent from the stacks” (2002). The recent popular film, Frank Miller’s Sin City, was based on a popular series of graphic novels, adding to the popularity of the medium. It is an exciting way to get teens into reading, but to also thing about creative storytelling. 

Threats

Social Barriers. Teens are facing a plethora of issues today that could threaten their success. Drug and alcohol abuse, violence in schools, racial or language barriers, sexual orientation, health issues, and a number of other issues threaten the success of today’s youth. Providing a safe environment with supportive adults who can help them stay on the path to success is one need the library can serve.

Libraries are “uncool” and unwelcoming. Many teens think the library is not cool and many of the preconceptions and rules that libraries have are a barrier for teen usage. Teens don’t like the rules of the library, the fact that they cannot talk, have drinks, or socialize keep teens away. (Walter, 2003). Society can often view groups of teens as problems rather than as an encouraging sight and librarians are often viewed not as welcoming, but as authority figures. Librarians need to welcome and encourage teens to use the public library.
Competitive Analysis

Teens have many distractions that could be considered competition for the library. Teens can frequently be distracted from studying and learning by the many media outlets vying for their attention. Television, movies, and music all focus a lot of attention to marketing to teens. Libraries also need to market to teens to let them know what the library has to offer them. Giving them a love of reading and learning could last through their entire lives, and has long-term implications for their well being that television and other entertainment forms cannot offer them. The public library has more funding and a much larger collection than the school media center, but the media center has one thing the public library does not—access to the teenagers themselves.

Books and CDs are readily available to teens through bookstores, online stores, and record stores, and shopping is often a recreational activity for tens. However, books and CDs are expensive for those who may have a limited income. Nineteen percent of the students at the local high school are from low-income families and probably cannot afford much in terms of recreational books and CDs. Also, when it comes to homework and research materials, teens have their school resources, the library’s resources and the Internet. They are unlikely to purchase these materials, although the perceived ease of the Internet as a research source is a threat to young adults in terms of becoming information literate. A study reported in the Communications of the ACM about the patterns of college students in using the Internet as a research tool, showed that students tend to use the Internet as the sole source for finding information. Not only did they not seek out other information sources, but they were unable to evaluate the sources that were found on the Internet. “Students were overwhelmingly susceptible to three types of misinformation—advertising claims, government misinformation, and propaganda—and somewhat susceptible to scam sites” (Graham & Metaxas, 2003, p. 73). Schools and the library are the best places for students to learn these crucial information-seeking skills that will allow them to successfully transition into the next stage of their lives, whether that be through the higher education system or the work force.

The school library and media center certainly is competing for the same audience, but working together to serve this group is a much better solution. Programs will be created that will involve the school library so that the information teens need will exist in multiple locations.
Resources Analysis

There is one librarian focused on young adult services. Funding is extremely limited, and additional librarians are not likely to be added. Funding for particular programs may have to be funded through external groups or through fundraisers held by the Teen Advisory Board or Friends of the Library. The Teen Advisory Board is an essential resource that gives the library direct access to the adolescent community. The assistance of one library assistant is available to the young adult librarian for five hours a week to help gather materials, set up displays and processing materials. The cooperation of the library at large will be required for some of the larger initiatives. Re-shelving, moving large sets of shelves and books, computers exclusively for teens, and construction costs will impact the rest of the library, both in resources and financials. 

Goals and Action Plan

Goals

Goal 1. To be advocates for teens and teen services that will empower youth to succeed in the transition into adult life.


Teenagers today have few advocates. “The library, as a vital component if a quality education, must understand what its audience needs, how best to deliver those services and how to assess their effectiveness” (Alexander, 2004, p. 9). The library must be leaders in the role of advocating for teens and must convince other groups that this is our role. “We must persuade people that libraries dispense tools for empowerment” (Schuman, 1994, para. 34).

Goal 2. To create a welcoming space for all teens that will encourage them to use the library regularly.

The current young adult area of the library, while in a good location next to the reference desk, has several characteristics that do not make it a productive space for teens. The traffic flow of this area requires patrons to pass right through the teen section in order to get to the main reading room. Having a constant flow of traffic through the teen area does not make it a productive study area or a space that encourages learning. It currently has one OPAC machine and a single table that is reserved for teens.

Goal 3. Create programs to attract and aide at-risk teen patrons who do not normally use the library.

Teens are an overlooked group in many public libraries. By providing programs, libraries can “raise its visibility, collaborate with others, and focus on youth culture” (Mondowney, 2001, p. 27). By extension, at-risk teens are overlooked to an even larger degree, while at the same time being the most in need of information services. Sixteen percent of the students at the local high school are living in poverty, which makes them particularly at-risk for not becoming successful productive members of society. “Young people from poor families are most likely to live in unsafe neighborhoods and to be unsupervised during after school hours. These young people are also the least likely to have access to constructive alternatives” (Mondowney, 2001, p.2).

Objectives

Goal 1 Objectives

1. Implement a user assessment to determine how the patrons feel about the library, what they would like to see improved, and what the library is missing that they would like to see. The survey (Appendix A) will be available to complete in the teen center, on the library’s website and in the school library. The librarian will create the survey and enlist the assistance of tech services to post it on the website. This will be an ongoing initiative, with a yearly review of the questions and distribution. Costs will be minimal.

2. Implement an exit survey (Appendix B) after each program to assess what teen thought of the program and what they’d like to see improved. The librarian will create the survey and distribute it as necessary. Costs will be minimal.

Goal 2 Objectives

1. Add curtains and large signage to the entryways to the teen area. This, along with additional directional signs, will deflect flow of pedestrian traffic through the reference area instead of through the teen area. Financing is needed for the curtains and hardware, signage, and installation. Maintenance staff will be needed to install the hardware and signage. Estimated time of completion is six months.

2. Create more space in the teen area by weeding the nonfiction collection of items that are not specific to teens and integrating with the main nonfiction books. Teen fiction, audio books and graphic novels will remain. This will not only make space for additional furniture, but also begin the transition to adult life by having them begin to use the reference and research materials in the adult collection. The reference desk is next to the teen area for easy access to assistance. The librarian will assess the collection and determine what can be weeded and what can be integrated with the main collection. The library assistant will perform the tasks of the physical weeding of the collection. Estimated time of completion is one year.

3. Add two Internet computers and another OPAC machine in the area. Teens rely heavily on the Internet and having exclusive access to these machines will encourage use of the space. Most teenagers prefer to use the Internet as a primary source of information. “A resounding 94% of these online kids report that they prefer to use the Internet over all other sources for school research” (Walter, 2003, para. 23). Thus it is important that the space they have provide them with Internet access. “Teens like the sense of control they feel when using online resources” (Farmer, 2003, para. 2), so these machines can also provide links that will lead them to reliable Internet resources, and will empower them to do successful independent information retrieval. Estimated time of completion is one year.

4. Add another study table with outlets for laptop computers, and add comfortable seating to encourage recreational reading. Two colorful couches will be purchased for this purpose. Re-shelving and relocating shelving units in the teen area will be needed to make room for the additional furniture. Maintenance will be needed to move shelves and furniture. Estimated time of completion is one year.

5. Create colorful signage that will be both informative and accessible to teens. “Any sign displayed in a teen area—whether the name of the space, Dewey Decimal guides, or signs depicting the various collections—needs to be large, interesting, and eye-catching” (Taney, 2003, p. 92). This project is a good one for the Teen Advisory Board. They will be active in decorating the space and will feel involved in the new area.

Goal 3 Objectives

1. A graphic novel program will take advantage of the current popularity of graphic novels to create a program that will let teens create their own graphic novel. The library will create a semester-long program that will invite students to draw and write a graphic novel, which will be followed by an evaluation questionnaire that will determine the success of the project and whether to continue it for the next semester. The librarian will gain the participation of local writer and artists, as well as the participation of the local school media center library and the art department to market the program to teens who might be interested. Students interested in arts programs are often not those who are already successful in school and this project will give them an outlet for their thoughts and feelings, provide them with encouragement, a feeling of accomplishment, and an appreciation for this form of reading. The library assistant will create a graphic novel display in the teen area where fliers will be posted to enlist participants. The school media center will have a similar display and fliers, as well as working with the school’s art department to enlist participants. Estimated time to enlist local artists and writers is six months, and another six to plan the program. 

2. A domestic violence program will be created to address the needs of adolescents at risk of violence. This is an important service to teens who normally do not use the library. The librarian will work with the school media center and the Teen Health Center to provide pamphlets and pocket guides about resources for adolescents who are the victims of domestic violence. Working with the Teen Advisory Committee, the librarian will also gather a panel to address domestic violence issues in the community. Panelists can include the local police chief, head of the Domestic Violence Center, a local center providing resources for women and children who are the victims of domestic violence, and the head of the high school’s Teen Health Center. The panel discussion can be held in the library’s community room, with the Teen Advisory Committee posting fliers in the high school and library. The young adult services librarian will be responsible for contacting local officials for participation. Additionally, the library will sponsor a program with the local YMCA or other marital arts school that teaches young girls self defense.  Learning self-defense will be an attractive activity to teens, as well as one that will increase self-esteem. A survey taken talking to local girls indicates that 60% of teen girls feel unsafe at school (Girls Inc., 2004). Safety is necessary to learning, and feeling confident about protecting oneself will free girls to focus on their futures. Books on all these related subjects can be highlighted in both the public library’s teen center as well as in the school media center, and booklists can be provided to the school health center. Materials can include fiction and film about domestic violence, self-help-style books, instructional videos on self-defense, and various pamphlets from local resources. Two years will be allowed to implement these programs.
Finances

Table 1

Financial Breakdown of Objectives

	Action Step
	Goal
	Costs
	Source

	Create user needs survey 
	Goal 1
	$20
	Young Adult Services Department Budget

	Create exit surveys for programs 
	Goal 1
	$20
	Young Adult Services Department Budget

	Curtains and furniture for teen area
	Goal 2
	$750
	Building Department Budget

	Computers (3) and software 
	Goal 2
	$3000
	Information Technology Department Budget

	Signage supplies 
	Goal 2
	$50
	Young Adult Services Department Budget

	Fliers for graphic novel program
	Goal 3
	$20
	Friends of the Library

	Art and writing supplies
	Goal 3
	$100
	Friends of the Library

	Printing and design of domestic Violence pamphlets and pocket guides
	Goal 3
	$100
	Friends of the Library, Donations

	Fliers for domestic violence panel
	Goal 3
	$20
	Friends of the Library

	Fliers for self defense program
	Goal 3
	$20
	Friends of the Library

	TOTAL
	
	$4100
	


Success Factors

The success of each program will be determined several ways. The user assessment results from the teen area and the website will be evaluated every six months to see if perceptions about the library are changing and if the needs of teens are being met. Circulation of materials from the teen collection will be monitored to note any increases or decreases. To determine the success of particular programs, participation will be monitored and a short survey will be administered to find out what teens thought of the program. Questions will address possible improvements and ideas for future programs. A decision will be made by the stakeholders and the young adult librarian to determine whether the program should be repeated, expanded, or changed in order to suit the needs of the audience. The strategic plan will be reviewed and adjusted yearly to address the changing needs of the patrons, as determined through the user assessment surveys. “Planning must incorporate new data and knowledge as they become available so that any plan will reflect the coming reality as clearly as possible” (Evans, Lazell Ward, & Rugaas, 2000, p. 164). This is particularly important with the young adult users. What is popular with them today could change quickly, making library programs out of date an unappealing to teens.
Summary

The library is in a unique position to bring the community resources together to empower teens. With so many resources available and in proximity to the library and high school, teens can easily get all the resources they need to succeed if they come together to provide attractive, fun, and informative programs. Referring to school libraries, Farmer states that “[t]he librarian can empower the entire community through sharing the power of resources and information” (Farmer, 2000, p.16). Cross-functional teams, as discussed by Lynch in the article in “Theory and Practice” (2004), consisting of librarians, teens, teachers, parents and community leaders are ideal for these programs, and the library is a place where all of these groups can come together. The strategic plan will not succeed without the cooperation of all these groups, and neither will teens.
Conclusion

Teens are an often-overlooked group that needs more attention from the community if they are to succeed in the transition to adulthood. It is important that the library and community give this group the attention and encouragement they need. The library’s strategic plan, designed to provide teenagers empowerment through learning, is in the best interests of the entire community and a worthy investment in the future. 
References

Abreau, S., Capone, G., Fanslow, J., Stretton, D. (2005). Coordinating school and public library resources to empower at-risk adolescent girls.

Alexander, S., Black, W., Field, K., & Vesper, V. (2004). Perceptions of the library: A key to planning effective services. The Southeastern Librarian. 52(1), 9-15. Retrieved on 5/1/05 from Wilson Web.
Bishop, K. & Bauer, P. (2002). Attracting young adults to public libraries. Journal of Youth Services in Libraries, 15(2), 36-44. Retrieved on 4/16/05 from Wilson Web.

Evans, G., Layzell Ward, P., & Rugaas, B. (2000). Management basics for information professionals. New York: Neal-Schuman Publishers, Inc.

Farmer, L. S. (2003). Electronic reference service: A teen’s eye view. Knowledge Quest, 32(1), 22-3. Retrieved on 2/21/05 from Wilson Web.

Farmer, L. S. (2000). The powers of management. The Book Report, 19(2), 15-16. Retrieved from Ebsco Host Business Source Premiere on 3/1/05.
Girls Inc. (2004). Girls Research Project Data Findings. Retrieved on 4/26/05 from http://www.girlsinc-alameda.org.

Graham, L. & Metaxas, P.T. (2003). “Of course it’s true; I saw it on the Internet!”: Critical thinking in the Internet era. Communications of the ACM, 46(5), p. 71-75.

Lynch, B.P. (2004). Theory and practice. Library Administration & Management, 18(1), 39-41. Retrieved from Wilson Web on 1/26/05.

Loertscher, D. & Woolls, B. (2002). Teenage users of libraries: A brief overview of the research. Knowledge Quest, 30(5), 31-6. Retrieved on 3/20/05 from Wilson Web.
Mondowney, J. G. (2001). Hold them in your heart: Successful strategies for library services to at-risk teens. New York: Neal-Schuman Publishers, Inc.

Public Library Association. (2000). Public Library Data Service statistical report.
Schuman, P.G. (1994). Leaders manage the dream. Wilson Library Bulletin. 68. Retrieved on 5/1/05 from Wilson Web.
School Fact Sheet, 2002-2003 (2004). Retrieved from http://www.bhs.berkeley.k12.ca.us/information/data.html on 4/24/05.

Taney, K. B. (2003). Teen spaces: The step-by-step library makeover. Chicago: American Library Association.
Walter, V.A. (2003). Public library service to children and teens: A research agenda. Library Trends, 51(4), 571-89. Retrieved on 3/20/05 from Wilson Web.
Wolk D. & Reid, C. (2002). Graphic novels feel the love. Retrieved from http://www.publishersweekly.com on 4/22/05.

Appendix A
User Needs Assessment Survey 
Age: ___    Grade: ___

Approximately how often do you use the public library?

__ once a week

__ once a month

__ once a year

__ never

What do you use the library for?

__ personal use

__ homework assignments

__ Internet

__ socializing

__ attending programs

__ other _________________

Do you have a library card?

What would you like to see changed about the library?

What kind of materials would you like to see at the library?

Do you feel welcome at the library?

Would you encourage others to use the library? If so, why?

What are the three most important issues facing teens today?

Would you like help or information on dealing with these issues?

Would you be interested in becoming a teen advisor to the library? 

If so, please add contact information.

Comments:

Appendix B
Exit Survey

Age: ___    Grade: ___

Subject of program: ___________________

Were you satisfied with the program?

What did you like the most?

What did you dislike?

Would you encourage others to participate in future programs of this kind? If so, why?
How should we find new participants for this program?
What other kinds of programs would you like to see?

Would you be interested in becoming a teen advisor to the library?

If so, please add contact information.

Comments:

Appendix C
Floor Plan for the Teen Services Area
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Author Note
Deirdre Stretton, School of Library and Information Science, San Jose State University.

The strategic plan is based on the library of a small city in Northern California that has most of the characteristics outlined here. The name and location of the library are fictional.

