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Board Retreat   

Date:  January 25, 2021 

Attendees: Trustees Staff Guests 
Jeffrey Armstrong 
Jennifer Darling  
Kate Maver 
Jason Nolde 
Will Perry 
Robert Plantz 
Elizabeth Sheehe 

Andrew Mangels 
Jana Nassif 
CJ Lynce 

Allison Motz 

The Board met in the Porter room. Jeffrey Armstrong, Kate Maver and Will Perry participated via 
Zoom.  Elizabeth Sheehe called the meeting to order at 6:01 p.m.  

Strategic Planning 
Allison Motz reviewed the participation rates of the three surveys administered – one for the Board of 
Trustees, one for the staff, and one for patrons.  The data collected from the surveys will be sent to 
the Trustees after the meeting.  She encouraged everyone to speak up and participate in the process. 

Board of Trustees Survey Data 

The summary data from the Board of Trustees survey was reviewed first.  On the slide titled Board 
Engagement #2, the results that are highlighted in yellow show the statements where there is an 
uneven split in the answers.  Regarding the statement “I can see the results of my contribution,” newer 
Trustees may evaluate this question differently, so the Board doesn’t think there is an issue.   

The results on the slide Board Engagement #3 – Very Descriptive show really good scores – all above 
three.  The slide Board Engagement #3 – Somewhat Descriptive, the score on the first statement 
reflects the fact the Administration does this work on behalf of the Board.  Andrew noted that the 
statements on this slide might be more applicable to a school board.  Also, if some of the statements 
were worded differently, the weighted average might be higher.  For example, the second statement 
“More than half of board time is spent discussing issues of importance to the organization’s long-range 
future,” if this statement read “the board spends an appropriate amount of time discussing issues of 
importance to the organization’s long-range future,” this would likely yield a higher score. 

The slide Board Engagement #3 – Not Very/Somewhat Descriptive all have a weighted average below 
three.  The score for the first statement is common with volunteers and not unique to WPPL.  Jeff 
Armstrong joined the meeting at 7:23 pm.  Allison asked if the Board would like any of these scores to 
be above a three?  We are passive with regard to the last statement on cultivating future Board leaders. 
The Board would like to expand its outreach when recruiting new Board members and also look at 
cultivating leadership within the Board.   

Regarding the onboarding process, it would be beneficial to provide Board members a list of 
responsibilities and expectations each year as a reminder of their responsibilities and, in the event it 
would be needed, to help ensure accountability.  The changes to the facilities the Board would like to 
see include a makerspace and to separate the book drop and drive-up window.   
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The lower score in the Marketing Section for the statement “I am prepared to discuss WPPL program 
offerings with anyone” could be increased by having Trustees attend one or two programs a year.  This 
will be especially helpful as we get closer to the renewal of our levy.    

Another item the Board would like to work with the Administrative team on is succession planning. 

Staff/Organizational Survey Data 

The weighted average for the questions regarding employee engagement are strong.  The 
statement with the lowest score is “I worry about the library’s revenue over the next 12 months” 
is likely related to COVID and the unknowns regarding the state’s revenue and the PLF.   

Regarding training, the majority of staff indicate they have the training and education needed to 
achieve their goals.  Technology training was identified as being helpful to improve performance 
at work, which makes sense with the pandemic and reliance on technology for holding meetings 
and conducting programming.  Mentoring and shadowing were identified as areas of improvement 
for the onboarding process.   

The staff were asked to prioritize strategic areas in order of priority.  The lower the number, the 
higher the priority.  The highest priority was human talent with a rating of 1.72.  The next three 
areas are close together – marketing has a score of 3.34, programming mix has a score of 3.54 
and leadership has a score of 3.42.  This makes sense because marketing influences program 
attendance and programming is important to the library.  

Regarding the responses to the questions about the library’s culture, they could be influenced by 
the change in the library’s culture over the past several years.   

In the section on Collaboration/Communication, the rating for “I feel I have a good understanding 
about what is happening in OTHER departments” was low with a score of 2.98.  This is an area 
the library can work on.   

Overall, the results from the organizational survey are very positive. The organizational data will 
be shared with managers who will be able to provide additional insight into the results. 

Adjourn 

The meeting adjourned at 8:45 pm. 

Recorded by:  Jana Nassif, WPPL Fiscal Officer 

Attested by: 

Elizabeth Sheehe, WPPL Board President Jason Nolde, WPPL Board Secretary 
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Our Agenda

• 5:30pmSocial

• 6:00pmWelcome & Introductions

• 6:05pm Ice-Breaker

• 6:30pmData Review for Common & Recurring Themes with Facilitated 
Discussion

• 7:00pmComparison of the Data Themes to the Current Focus Areas

• 7:15pmDrafting of Potential SMART Goals to the Focus Areas

• 7:45pmDrafting of Focus Area Objectives

• 8:15pmBrainstorm of Key Performance Indicators

• 8:30pmReview of Next Steps & Close Out Check-Out



Goal Development



Goal Statements Drafted

No. Strategic Focus Area Proposed Goal Statement

1 We will increase community awareness of library 
resources & services.

We will increase community awareness of our library resources and services evidenced 
by a 10% increase in our registered library patrons annually.

2 We will ensure long-term financial stability of the 
library.

We will ensure financial and human capital stability today and into the future of the 
library evidenced by a 10% increase in revenue annually.

3 We will strengthen and expand our community 
partnerships, collaborations and connections.

We will strengthen and expand our community partnerships and collaborations 
evidenced by maintaining those that exist and adding at least 5 strategic partnerships 
and collaborations annually.

4 We will proactively evaluate technologies and 
implement those that support community needs, 
enhance user experiences, and advance library 
operations.

We will proactively evaluate technologies meeting the needs of our community and 
implement those that enhance user experiences evidenced by an increase in our patron 
satisfaction surveys conducted bi-annually.

5 We will maximize library resources to use our space 
efficiently, effectively and aesthetically.

We will maximize library resources to use our space efficiently & effectively evidenced 
by the percentage of square footage used daily towards community needs or to 
enhance patron experience (?).

6 We will cultivate a workplace environment where 
trust is fostered, communication is transparent and 
staff value is celebrated (Keep as is)

We will cultivate a workplace environment of trust and transparency that celebrates 
our staff evidenced by a decrease in staff turnover (?) and an increase in job satisfaction 
measured annually.



Goal 1:  (smart goals are specific, measurable, attainable, realistic, & timely-these do not change 
over the time period)
We will increase community awareness of our library resources and services evidenced by a 10% 
increase in our registered library patrons annually.

Objective to Goal 1: (how you will reach the SMART goal-these don’t change over the time 
period)

• To increase our market penetration to non-members of Westlake Porter Public Library;

Objective 2:

• To improve our audience engagement across all social media channels;

Objective 3:

• To ensure our brand is used correctly across all library departments;

Objective 4:

• To ensure our marketing is effective (not a fan of how I wrote this objective but it’s just a 
draft concept).
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Board of 
Trustees Data 
Summary



Board Engagement #1

Yes No

When you joined the Board, or at any time since, have you 
had ideas about how you would help the library that 
haven't happened?

57.14% 42.86%

If you answered 'Yes' above, what were those ideas?

Not on the Board

Programming and possible non-traditional lending ideas

We have talked about MakerSpace for about three years, but still have not developed a plan, or decided it is not a good 
idea.
The Foundation has not advanced as much as it could have.  Community members should be added to the board.
What non-traditional items are successfully being circulated?  Can we be offering more?

I've always thought the library should make more of a concerted effort to reach out to the underserved constituencies 
in our community: the Muslim/middle-Eastern community, the Black community and the growing Asian community



Board Engagement #2

Neither Agree nor Disagree Agree Strongly Agree

I understand and support the library's mission. 0.00% 0.00% 100.00%

I have attended in person, or by phone, at least 75% of Board meetings during my most recent term. 0.00% 0.00% 0.00%

I have attended in person, or by phone, at least 75% of meetings of committees on which I serve during my most recent term. 0.00% 14.29% 85.71%

I participate actively during committee meetings and Board meetings, either by providing information or asking questions. 0.00% 28.57% 71.43%

I understand what the Westlake Porter Public Library does. 0.00% 14.29% 85.71%

I have a strong and current understanding of the library and the collective library organizations and their intended purpose. 0.00% 28.57% 71.43%

I understand the library's programs and basic operations. 0.00% 28.57% 71.43%

I have, or am willing, to make a personal financial commitment to the Westlake Porter Public Library. 14.29% 28.57% 42.86%

Being a Board member of WPPL provides me personal satisfaction. 0.00% 28.57% 71.43%

Being a Board member of WPPL is a good use of my time. 0.00% 28.57% 71.43%

I can see the results of my contribution. 28.57% 28.57% 42.86%

I feel 'connected' to Westlake Porter Public Library's Mission, Vision and Core Values. 0.00% 42.86% 57.14%

I like the Board Executive Committee. 0.00% 0.00% 0.00%

I like our organization's Admin Leadership Team. 0.00% 28.57% 71.43%

I like my fellow Board members. 0.00% 42.86% 57.14%

My work on the Board fulfills me. 0.00% 0.00% 0.00%

I feel appreciated. 0.00% 57.14% 42.86%

I know the history, the story, of Westlake Porter Public Library. 0.00% 57.14% 42.86%



Board Engagement #3
Very Descriptive/Borderline Somewhat Descriptive

STATEMENT Weighted 
Average

Differences of opinion about board decisions are settled more often through consensus than by quorum vote. 4.29

The board does not delay action until an issues becomes urgent. 4.29
We are clear about the key issues this board faces. 4
If our board thinks a key constituent group will disagree with a pending action, we investigate their feelings before making a final 
decision.

3.86

The board discusses events and trends in the larger environment that may present specific opportunities for the library. 3.71

It is apparent from board members’ comments that they understand the library’s mission very well. 4.29

The board’s own actions are consistent with the library’s deepest values. 4.43
The board makes explicit use of the long-range organization priorities in dealing with current issues. 3.71

Upon joining the board, new members are provided a detailed explanation of the organization’s mission. 4.29

I have attended meetings where explicit attention was given to concerns of the community or a population served by the library. 4

I am able to speak my mind on key issues without fear of being ostracized by other board members. 4.71

The board is keenly aware of what impact its decisions will have within our service community. 4
The board allocates organization funds for staff education and development. 4.43
Our relationship to the Library Director is characterized by respect and candor. 4.43
We have assured ourselves that the library complies with legal and ethical standards and has appropriate risk management measures 
in place.

4.86

We reviewed financial results on at least a quarterly basis. 4.86
Our meeting logistics meet our needs well. 4.71
We enjoy each other’s company and often have fun together. 4.57



Board Engagement #3
Somewhat Descriptive

STATEMENT Weighted 
Average

Before reaching a decision on important issues, the board usually requests input from persons and groups likely to be 
affected by that decision.

3

More than half of board time is spend discussing issues of importance to the organization’s long-range future. 3.29

Board Members attend most of the social events sponsored by our libraries. 3.71

The board takes regular steps to stay informed about significant trends in the larger environment that might affect the 
library.

3.29

In discussing key issues, it is not unusual for someone on the board to talk about “what the library stands for” and how 
that is related to the matter at hand.

3.29

Values are often discussed explicitly at board meetings. 3.5

When faced with an important issue, the board often brainstorms to generate a list of creative approaches or solutions to 
a problem.

3.57

Most of our board members do not depend only on observation and informal discussions to learn about their role and 
duties.

3.57



Board Engagement #3
Not Very/Somewhat Descriptive

Question Weighted 
Average

I have received clear feedback on my performance as a board member. 2.43

Former board members have participated in special events designed to 
convey to new members the library’s history and values.

2.29

Our board seeks information and advice from leaders of other similar 
libraries.

2.71

The board periodically sets aside time to learn more about important issues 
facing similar libraries to the one we govern.

2.86

The board cultivates future board leaders, rather than relying only on natural 
emergence of leadership.

2.71



Board Comments

• I support the idea of collaborating with Board members from other area libraries. 

• Our board, while aware of the community it serves, is somewhat insular with respect 
to the knowledge and operation other libraries.  The board relies heavily on the 
leadership team for such information.

• I'm not sure our Board has spent much time focused inwardly on board member 
development.  We really don't talk much about Board member performance, 
knowledge improvement, or development of additional board member competencies.



If you could add ONE improvement to the 
onboarding process at Westlake 
Porter Public Library, what would that be?

• More in depth understanding of patron demographics (who using 
which resources and how)

• It would be nice to have each of the department managers do an 
introduction and give an overview of their department as part of a board 
orientation session. 

• Having a long term board member spend time with new board 
member.  Provide a key to the many acronyms frequently used.

• I think we should articulate a set of expectations for individual Board 
members specifically tied to our own library, not necessarily being a  
Board member in the larger context.





What ONE 
THING about 
the CURRENT 
FACILITIES 
you hope 
NEVER 
change?

Love the Book Nook. Would like to see it open more hours/days per 
week

Available parking for patrons and events.

Storage of physical media (books, etc.) should not be sacrificed for 
"aesthetics" or "community gathering space."  The presence of 
physical media is still important, as our current statistics continue to 
demonstrate.

reading garden

The welcoming expanse of the entrance lobby.



What ONE 
THING about 
the CURRENT 
FACILITIES do 

you hope WILL 
change?

• Would like to see the lobby/entrance enhanced to make it 
more welcoming, showcase information promoting local 
artists and programs/activities at the library and in the 
community.

• I hope that use of space is a constant consideration.

• Cleaner lines, less clutter, more digital or technology 
integration.

• Better space for group collaboration and programming.

• I would like to see a more dedicated "maker space" within 
the current facilities.

• interior and exterior entry space.

• We need to physically separate the Book Drop from the 
pick-up window/service.



Culture & Data

• Is there more than one 
culture at the Library?

• Maybe (5 Respondents)

• Do silos exist within the 
Library?

• Maybe (5 Respondents)

7.57

7.29 7.29

As an
organization, we

do a good job
collecting data.

We are measuring
the correct

variables in the
correct way.

We use our data
collection systems
to best prove our
program delivery

success.

7.15

7.2

7.25

7.3

7.35

7.4

7.45

7.5

7.55

7.6



6.86 6.86

6.71

We do a good job marketing all
our services to our current client

base.

We cross market our services
consistently and effectively.

I am prepared to discuss Westlake
Porter Public Library program

offerings with anyone.

Marketing



7.57

7.29

Our program mix is best suited for our
CURRENT clients.

Our program mix is best suited fur
FUTURE clients.

7.15

7.2

7.25

7.3

7.35

7.4

7.45

7.5

7.55

7.6

Programming



BREADTH DEPTH

0.00%

10.00%

20.00%

30.00%

40.00%

50.00%

60.00%

70.00%

80.00%

90.00%

When thinking of the diverse variety of programs WPPL offers, which is better? 
Offering program BREADTH (offering lots of programs) or program DEPTH 

(delivering or specializing in fewer programs).



Leadership

Weighted 
Average

Our administrative leadership team is doing a good job building 
leadership capacity (and/or a leadership pipeline) within WPPL.

7.14

I trust the administrative leadership team of WPPL. 9.43

I 'feel' connected to the administrative leadership team. 8.71

I 'see' the vision of the organization. 8.57

I feel I can talk with employees about what is happening in their 
program.

7.43

I feel the administrative leadership team is adding adequate value to 
WPPL.

9.29

I feel the employees are adding adequate value to WPPL. 9.29



Please provide an example(s) of what the Westlake Porter Public Library Board of Directors 
COULD DO to better engage the WPPL Administrative Leadership Team.

• Step in for executive team member who cannot attend seminars, perform research, etc.

• Perhaps do some exclusive events (such as a volunteering exercise in the community) with BOD & 
administration. 

• I consider the admin team is very engaged and actively providing appropriate leadership

• The current pandemic has curtailed our discussions as a Board.  We have by necessity had to restrict 
our deliberations to the day-to-day operating requirements of the library under these trying 
circumstances.  What we have not provided the time for is broader, brain-storming sessions where 
we elicit the thoughts of the leadership team and learn what they see as the future needs and 
direction of the library.



Please provide an example(s) of what the WPPL Board of Directors COULD DO to better engage 
WPPL employees.

• Spend more time at the library, attend staff team and committee meetings

• This is something of an emphasis and we continue to explore ways to connect.

• The board is responsible for having a leadership team in place to engage 
employees which currently appears to be very effective.  We have little direct 
interaction with employees other than manager's presentations and the 
Employee Committee, or as a patron

• Not sure- but I would like to explore some ideas about approaches we might try 
that would allow us to tap into the thoughts and ideas of the rank and file
employees.  I think we may be missing out on some valuable input.



Funding

• As an organization, we do a good job seeking and securing funding in an efficient and effective 
manner: 8.29

• Comments:

• Support for most recent levy suggests we have favorably engaged the community.

• Exploring means to grow and leverage finances with minimal risk to organization's wealth.

• The vast majority of our funding is property taxes and PLF.  We do renew our tax levy 
successfully on a regular basis, I suppose...

• Employ Jana.  During the pandemic, she was instrumental in securing available funding to 
minimize the impact on payroll to the library while providing secure income for staff.

• We have had very productive levy campaigns over the past few years.
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Organizational 
Data



1.53

Based on your knowledge of other libraries, does the employee turnover rate at 
Westlake Porter Public Library seem:



3.04

How does employee turnover impact your work experience?



Employee engagement is the extent to which you feel passionate about your job, are committed to 
the library, and put extra effort into your work. When you answer the following questions in this 
section, please consider how the question impacts your experience at the Westlake Porter Public 
Library.

Weighted Average

I can see the results of my contribution. 4.32

I am free to make decisions related to my work. 3.94

My manager helps me succeed. 4.38

I worry about the library's revenue over the next 12-months. 3.31

I feel 'connected' to the organization's Mission, Vision and Core Values. 3.85

The strategic direction of the organization is very clear to me. 3.61

I like my manager. 4.63

My manager really gets me. 4.31

I feel my manager is effective. 4.33

What I do at the organization fulfills me. 4.13

My current position best utilizes my talents and skills. 4.01

I feel appreciated. 4.09

I would like to work here until I retire. 4.32

I know the history, the story, of the Westlake Porter Public Library. 4.29



Within the past 12 months, I have looked for 
a new job to replace my job at the Westlake 
Porter Public Library. 14.93% 10

No 2 3 4 Yes Total Weight
ed 

Averag
e

Staff has the training and 
education needed to achieve 
their goals.

2.94% 2 2.94% 2 25.00% 17 27.94% 19 41.18% 28 68 6.07

I could use additional training 
to perform my job better.

19.40% 13 19.40% 13 31.34% 21 22.39% 15 7.46% 5 67 3.16





Staff 
Training 
Options

Technology

Soft Skills (Dealing with 
patrons)

Specific Library Functions



Staff 
Onboarding

Mentoring

Shadowing

Gaining employee input—the process.

Training



1.72

4.19

3.34
3.54 3.42

4.1

5.46

Human talent
(employee

engagement,
culture,

communication,
collaboration, etc.)

Facilities (buildings,
physical plant,
vehicles, etc.)

Marketing
(awareness,

strategy, story, etc.)

Program Mix (child
programming, adult
programming, older
adult programming,

young adult, etc.)

Leadership
(leadership

pipeline, succession
planning, vision,

etc.)

Library Funding
Support (levy,

Foundation, etc.)

Fee-for-Service
Opportunities

Please list the following strategic areas in order of priority starting with the 
strongest need first.



6.97

4.22

WPPL facilities are adequate for serving our current
patron needs.

WPPL facilities are adequate for serving FUTURE
patron needs.

When answering the following questions please consider all the buildings and 
such, owned by WPPL, that you interact with to accomplish your job.



2.2 2.2

There is more than one 'culture' within WPPL. There are silos that exist within WPPL.

Organizational culture is a company's prevailing ideas, values, attitudes, and 
beliefs that guide your way and influence the way you think, feel, and act. Please 

consider this definition as you answer the following questions.



6.69

4.41

2.98

7.66

My department shares
information with other

departments.

Communication flows across
organizational boundaries

(departments).

I feel I have a good
understanding about what is

happening in OTHER
departments.

I feel I have a good
understanding about what is

happening in MY department.

Collaboration/Communication
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