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Abstract
This plan provides a vision of a teen center in Huntington Park Library.  The library has received a $50,000 donation from the city to create a new teen center. The essence of this plan is its five goals: (1) to develop lifelong learners among teens; (2) to promote cultural and recreational activities; (3) to build connections with schools; (4) to manage  the distribution of the $50,000 budget; and (5) to coordinate volunteers, teens, parents, and community members  to help with the center. In addition, this strategic plan adopts a collaborative leadership style and a top down management approach, emphasizes the need to continually implement change to meet customer service goals, and creates strategic initiatives to ensure the center’s viability. 
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Strategic Plan of Teen Center in Huntington Park Library 
The Huntington Park Public Library serves a small community in Southeast Los Angeles.  The collection and services that the library provides reflect the needs of the community.  The community recognizes the importance of the library and takes advantage of its many services, such as the Literacy Center, the Homework Center, the extensive Spanish collection, among many other library services.  The library is situated right next to a middle school and two blocks away from the Huntington Park High School; therefore teens and preteens are one of the major groups served by the library. The schools in the city of Huntington Park have a history of overpopulation, which has created many problems for the youth in the community.  The youth of Huntington Park are in need of a place of their own that is secure and welcoming.  Many of these teens have come to depend on the library for help with homework and research, a place to meet friends, or simply a place to go to after school. However, the current Teen Center at the Huntington Park Library consists of only a couple of chairs, and a couple of shelves with teen-related materials. 

The entire community has become aware of the lack of an educational space for teens to gather outside of their school.  As a result, the library has recently received a $50,000 donation from the city to create a new Teen Center.  The donation was presented to the Los Angeles County Board of Supervisors for approval (See Appendix I) and was approved in September 2006.  

In order to use the donation from the city in an effective manner that will be beneficial to the community, the library has decided to create a strategic plan and revise their current vision and mission statements.  The library recognizes that it must create and implement services which meet the changing needs and interests of young people.  The library realizes that teens use the library for many different reasons, such as for homework help and study space, to read about personal interests, for recreational reading, listening, viewing, as well as for socializing (YALSA, 1993, p. 4).  Library service must be relevant to the needs of teens and presented in an innovative way, using state-of-the-art technology and the most current materials in order to encourage young people to recognize the importance of the Library and all that it has to offer. The input of the community, such as professionals, parents, teens and local library staff, is necessary in order to create a Teen Center that will be beneficial to teens in their varying needs.  
Vision Statement
To improve the overall quality of service and create a new teen center that would assist youth in their educational, cultural and recreational needs. 
Mission Statement
The Huntington Park Library Teen Center strives to meet the informational, educational, cultural and recreational needs of the teens in their community.  We are committed to offering relevant and up to date services and programs that will enhance the local teens in education and culture, and encourage them to become lifelong learners and library customers.
Values
· Customer Service 

· We are committed to providing a safe and pleasant environment where teens are able to study, research, reflect, and interact with other teens.  

· We strive to offer a variety of materials ranging from classics to popular materials.  

· We are committed train all staff members to be friendly, approachable and knowledgeable.
· Teamwork/Collaboration

· We recognize that we are much stronger and more effective working together than individually.  

· Innovation

· Provide up to date materials and programs, which are continuously improved as the needs of the customers change or when newer materials or programs are available.  
· Community

· We are committed to improving the quality of life in our community by serving our local teens, who are the future leaders of our community.  
Operating Goals and Objectives

· Goal #1:  Develop lifelong learners among teens.

· Objective #1:  Partner with teachers to develop programs that will interest teens.

· Objective #2:  Consistently provide current and innovative material, print as well as non-print, to appeal to a wide range of interest.
· Objective #3:  Feature classics and multicultural literature in reading programs.
· Goal #2: Use space for cultural and recreational activities that enrich teens and give them a positive lifelong association with libraries.

· Objective #1: Plan recreational programs such as music programs, art, and drama.
· Objective #2: Offer workshops in life topics, such as choosing a college, 
· Goal #3: Build connections with schools.
· Objective #1: Provide computer access to teens for homework use.

· Objective #2: Develop the library collection to complement and enhance the students’ learning experience.

· Objective #3: Schedule more school and library visits with the local middle schools and high school.
· Goal #4: Distribute budget of $50,000 over 1 or more years.
· Objective #1:  Use existing librarians if possible and retrain; use helpers for extended hours.
· Objective #2:  Assess percent budget for stock, and materials, such as computers.
· Goal #5: Coordinate volunteers, community, teens, and parents  for the Teen Center

· Objective #1:  Give teens and the public a personal stake in the center through their volunteering.
Management style(s) and leadership issues

Consensus and Collaboration


Senior management will work cooperatively through discussion to achieve consensus initially as to a plan, to internalize the plan, to make changes, and to communicate the plan to the staff:
       
The most effective way of incorporating the ideas of others is to begin with the senior 
management team, and then to seek contributions and involvement on particular issues. 
These can then be added to the senior managers’ ideas, which when reviewed will 
contribute to the decision-making process.  The approach adopted is thus top-down and 
bottom-up, in which managerial prerogative remains with the top team, but the 
involvement of lower tiers of management and staff develops as appropriate for the 
situations that occur. (Beeby & Simpson, 1995, p. 23).
This top down and then bottoms up process functions to help the employees overcome their resistance to change (Broady-Preston & Steel, 2002). The teen center is itself a change and customer perception surveys will require ongoing changes (Beeby & Simpson, 1995). 

     The Huntington Park Teen Center will adopt the Total Quality Management, or TQM approach:

A TQM information or library service is a customer-focused organization which places its emphasis on continuous, incremental improvements in its services by means of staff involvement (both professional and support) and is one that uses some type of participative form of management.  It also requires the commitment of top management that focuses on problem solving rather than who was to blame for a problem. (Evans, Ward, & Rugaas, 2000, p.253). 

     Marketing will be organization wide rather than departmental. Internal marketing’s main objective is to create a culture of customer service (Broady-Preston & Steel, 2002). Huntington Park Library will define quality service as 1) implementing the mission and 2) implementing continuous feedback regarding customer service.  Needs assessment instruments and follow up surveys provide input regarding user perceptions of service quality and allow planners to put resources towards fulfilling customer needs (Alexander, Black, & Field, 2004). However, the Huntington Park Library will remain open to considering other methods of evaluation of quality. 

     In designing assessment and satisfaction surveys, to elicit information about “performance and quality, key questions” are ‘What is being measured? What does it indicate? What is not being measured?” (Evans et. al., 2000, p. 243). In the Huntington Park Library, the central group to scan will be teens. What is not being measured are desirable goals that teens have no awareness of needing but that the community, librarians, and educators judge belong in the teen center.  
     In a TQM approach, Huntington Park makes use of teams, functional, cross functional and task groups who develop special skills to implement customer service (Evans, et al., 2002, p. 263). For example, cross-functional teams who have developed expertise in teen psychology can assume responsibility for developing strategies to deal with teens who are unruly and disruptive.  

     In top-down leadership, “strategic planning resides at the top level of the organization and informs lower levels” (Pacios, 2004, p.260); here, three strategic initiatives were generated.

Environmental Analysis

Application of SWOT to Huntington Park, TQM, Statistic Collection, Measurement issues


In Huntington Park, an initial environmental analysis is the basis for a three year projection (Pacios, 2004), with feedback on a scheduled basis over the three years. Priorities were developed based on the environmental analysis.  These priorities were adjusted based on needs assessment and user perception surveys to implement a TQM approach.  In addition, other methods of feedback collection have been employed where appropriate.  For example, since one of the goals of the teen center is to have a safe space for teens, the center collects statistics about the number of users of the space per week. 
Internal and External Stakeholders and SWOT Analysis, Competitors


The committee did a SWOT analysis of the community and the existing library to assess the need for and function of a teen center. The planners took into account the input from the internal stakeholders (librarians) and external stakeholders (community leaders, parents, and teens) “to define a common vision in constant evolution and the way to reach it” (Pacios, 2004, p. 263).  Huntington Park’s existing library did not have an elaborate space, special resources, programming or outreach to the growing community of teens.  Community leaders had voiced concerns that a third of the teens were at risk for negative behavior, self-destructive or criminal behavior, and that others were at risk for not being aware of the many opportunities available to them, such as attending college and choosing a college or career.  There was a need to have safe place with extended after school and weekend hours when kids were both at most risk for negative behavior and also had the most potential to use the hours for growth and for homework.  Since funding was limited to $50,000, community leaders did not want to examine solutions that would involve extensive new construction or extensive hiring of new staff. 

Competitors


An analysis of the library environment must deal with the question of “What competitive forces are acting on your library?  Who are your existing rivals, new entrants, substitutes, customers, suppliers?” (Flower, 2004, p.68).  
· One of the competitors for the teen library patron, as voiced in community concerns, was potentially destructive involvement in internet use such as My Space and other web sites.  

· Other competitors were teen programs in particular but also other programs (children, senior citizens, parks programs) vying for city and county funding.  
Huntington Park Library’s Response to SWOT Analysis


Huntington Park formed a successful response to community concerns.  The Huntington Park Library Teen Center grows out of an already existing library facility so staff, expertise, and print and electronic resources can be shared for efficiency (Pacios, 2004, p.262).  For example, staff in the library can rotate hours so that the teen center can have late after school and weekend hours.  Huntington Park Library can uniquely provide for the most important intellectual and social needs of teens, with library stock, programs, and human expertise and provide what the SWOT analysis showed was important to parents and community leaders: an environment that would eventually result in individuals who would be good citizens, critical thinkers, and contributors to the community. The library’s expertise will help to persuade government funding agencies to continue funding after the $50,000 donation has been exhausted, thus mitigating the weakness discovered by SWOT analysis, that there was no built in renewal of the $50,000 City grant.  In response to the continued competition for public funding, Huntington also responded by developing a strategic initiative to raise money on multiple fronts (Roberts, 2003). 


To meet community concerns revealed by SWOT about destructive internet use, the Huntington Park Teen Center planned to provide  a wealth of web and other engaging resources,  a “media-rich Net centric environment” (Flower, 2004, p. 69).  Huntington Park Library was able to enrich its offerings and also save costs by modeling its programs on other programs, which had already done research and found resources, such as the Los Angeles Public Library Programs for teens. 
Management Team Members

The management team consists of the Library Manager, Teen Librarian, Regional Youth Administrator, County Youth Services Coordinator, and the Teen Services Coordinator.
Internal vs. External Stakeholder Groups

Internal Stakeholders
Community Library Manager, Norma Montero; Children’s Librarian, Chris Candelaria; Regional Youth Service Coordinator, Tom Martinez; Youth Service Coordinator, Penny Markey; Regional Administrator, Marilee Marrero; Teen Services Coordinator, Debbie Anderson; Huntington Park Library staff and volunteers.
External Stakeholders

 City of Huntington Park, High School Teachers, High School Administrators, Parents, Teens, Corporate Sponsors, Mentors, Board of Supervisors, Community Service Clubs at high school, School Board, and the city’s Parks and Recreation Department.
Method of Developing a Needs Assessment Instrument
Surveys are an easy and inexpensive way to find out what teens really want in a library, and more specifically, in a Teen Center. The focus group, composed of City Officials, the Huntington Park Library Manager, Children’s Librarian and Youth Commissioner created a survey to hand out to teens at the library, city parks, and High Schools. The surveys asked Teens for their input in what they wanted to see in the library and what basic services they would want the library to offer. (See Appendix B). These surveys were a great part of the decision making of the Teen Space but the focus group also visited other Teen Centers (such as the Los Angeles Public Library and Glendale Library) to gather ideas, and information to develop the Teen Center. Visiting these Teen Centers gave the focus group a visual representation on how the center will come together and what factors they need to consider when planning the center.

Method of Administering a Needs Assessment Instrument
First Year 

· Administer needs assessment at outset of first year to teens

· At end of first year, administer a satisfaction survey which refers to needs mentioned in first survey and also addresses new concerns.

· Use numbers for rating in addition to multiple choice and holistic questions.              

Second Year
· Study changes in circulation of teen materials and attendance of teen-related programs.                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                          

· Focus on improving the services already provided to achieve a higher level of service

Third Year
· Follow up from previous year, and further focus on specifics of data of the second year.
· Study any changes made from first to second year, and study its effectiveness or failure.

Results of Needs Assessment

In the Huntington Park Library, the first year initial needs assessment indicated that they were seeking certain characteristics such as:

· A space that is safe

· A place where they could do homework without interruption and distraction

· Help finding materials and completing homework

· Librarians who are pleasant to teens
· The library needs to update materials (books, audiovisual, college catalogs, etc.)

· More computers are needed in the Teen Center with colored printers and Wi-Fi capability

· Comfortable furniture for long time studying

· Tutors to help them out with their homework

· Board and computer games

· Teen events such as a book club and scrapbook day, concert, drawing workshop

· Would like to see more services such as Resume writing workshop, SAT preparation, college information day

· Spanish language teen materials (books, audiovisual, and magazines)

Organizational Analysis
· Train existing staff in teen needs and customer service orientation

· Work with schools to encourage the use of library for projects and assignments

· Continue to maintain strong and attractive print resources

· Attract more money from private corporations and donors. 

Environmental Scan/Analysis

See the SWOT Analysis Above

Strategic Initiative
Following the SWOT analysis, strategic issues need to be identified.  “The planning committee has already identified the mission, goals and objectives of the service and they have studied all the information that was made available during the SWOT analysis. The committee must now decide upon effective strategies” (Johnson, 1994, p.11).  A Gantt Chart was created for each Strategic Initiative (See Appendix C).
Strategic Initiative #1: Maintain existing funding, the City grant, and add other funding sources such as other grants and appropriate corporate sponsorship; also generate library income  (Roberts, 2003).
· Goal #1: Obtain multiple grant funds and obtain renewal of City grant
First Year

· Objective #1: Identify grant funding agencies by doing research.
· Objective # 2: Prepare boilerplate grant and present it to different sponsors.
Second Year and Third Years
· Objective #3: Modify input from grant funders over 3 years to reapply for grants.
· Objective #4: Contact City funding support to show success in obtaining grants and viability of the organization to encourage renewed support from the City. 

· Goal #2: Access corporate sponsors for the library 

First Year

· Objective #1: Identify potential group of corporate sponsors.

· Objective #2: Identify reasons sponsors may want to fund teen programs, such as idealistic motives, publicity for product or company name, tax benefits

· Objective #3: Present potential sponsors with proof of the necessity of the program and the need for more sponsorship in a creative manner. 
Second and Third Years
· Objective #4: Maintain current sponsors. Present constant data about customer perceptions and statistics about frequent and increasingly growing use of teen center
· Goal #3: Find income sources such as book sales, Xeroxing, fee classes and workshops.
Strategic Initiative #2: Develop a publicity campaign to promote the Teen Center and events.
First Year

· Goal  #1: Obtain local media’s help in publicizing teen center
· Objective#1: Contact local newspapers and Cable Company.
· Goal  #2: Launch publicity from library in key areas, such as local businesses and schools
· Objective #1: Have library volunteers distribute publicity.
· Objective #2: Have a booth in bi-annual community fairs.

· Objective #3: Conduct class visits, and attend teacher and PTA meetings

· Objective #4: Send flyers to neighboring libraries

Second and Third Years
· Goal # 3: Continue publicity efforts contact local papers, media, public television
Strategic Initiative #3:  Create an attractive physical space with well stocked materials.
 Three years

· Goal #1: Purchase furniture and other additions for the Teen Center.
· Goal #2: Establish core percentage of classics, contemporary, and multicultural materials and electronic and print resources.
· Goal #3: Define what needs to be added to the core collection
Factors
How the effectiveness of the initiative will be evaluated:

· Keep a record of initial needs assessment.  
· Create a teen focus group to help with the creation and evolution of the teen center.
· Give questionnaires to school contacts such as teachers, college counselors and monitor their perception of any initial needs, and follow up on any adjustments needed.

· Give questionnaires to parents of the teens who use the center to become aware of their satisfaction with the program.
Summary

This case study is based on a real situation at Huntington Park Library. The library was fortunate enough to receive $50,000 to establish a teen center. The purpose of this center is to assist teens in their homework and school projects, to provide a meeting place for teens, and to build fellowship among citizens of the community. In order to accomplish this purpose, there was a need to set up a strategic plan to execute the project and to bring it to completion. First of all, a planning committee was formed to investigate the needs of the community and to design a project accordingly. The committee, with reference to internal and external stakeholder, instigates a SWOT analysis, guards against possible competitors, does a needs assessment of its client group, teens, and launches three strategic initiatives to ensure the center’s future viability. The committee has adopted a collaborative leadership style among senior management to establish the core vision and resulting goals.  Follow up customer perception surveys result in the need to implement change to meet customer service goals in a TQM Approach.  Management communicates their plan downward to all levels of the organization.  However, this leadership style also allows bottom-up feed backs from individual units. 

Conclusion

This strategic plan provides clear vision and direction as to how the grant of $50,000 should be used.  The teen center will be a successful addition to the Huntington Park Library, and will meet the community’s needs for its teens.  This case study also sheds light on each step which the project needs to take. Following the three year completion of the strategic initiatives, the planners will have to review the plan based on needs in the community and an evaluation of what the center has already achieved.    A major reassessment could involve sending research team into the community to investigate needs, updating the center’s technology, and adding more programs to attract and benefit teens. 
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September 5, 2006

The Honorable Board of Supervisors

County of Los Angeles

383 Kenneth Hahn Hall of Administration

500 West Temple Street

Los Angeles, CA 90012

Dear Supervisors:

ACCEPTANCE OF DONATION FROM THE CITY OF HUNTINGTON PARK

FOR SERVICE ENHANCEMENTS AT THE

HUNTINGTON PARK LIBRARY

(FIRST DISTRICT) (3 VOTES)

IT IS RECOMMENDED THAT YOUR BOARD:
1. Accept a donation in the amount of $50,000 from the City of Huntington Park for the purchase of library materials and necessary services and supplies for the enhancement of the teen area at the Huntington Park Library.

2. Instruct the Executive Officer, Board of Supervisors, to acknowledge the gift

and send a letter to the City of Huntington Park giving thanks for the donation.

PURPOSE/JUSTIFICATION OF RECOMMENDED ACTION
The Public Library is requesting Board acceptance of a donation in the amount of $50,000 from the City of Huntington Park for the enhancement of the teen area at the Huntington Park Library. The teen area at the Huntington Park Library helps to meet the

needs of the Huntington Park community for educational support services and afterschool homework assistance programs. Your approval of this recommendation will

provide funds for the purchase of library materials, new computer and software, and

furniture for the teen area.

Implementation of Strategic Plan Goals

Approval of the recommended action is consistent with the County's Strategic Plan Goals in the areas of service excellence, fiscal responsibility, and children and families'

well-being.

The Honorable Board of Supervisors

September 5, 2006

Page 2
FISCAL IMPACT/FINANCING

A donation in the amount of $50,000 has been received by the Public Library and is

available, pending Board acceptance, for the purchase of library materials, new

computer and software, and furniture for the teen area. Acceptance of these funds does

not require matching funds from the Public Library and does not commit the County to

provide ongoing services. The Public Library's operating budget includes an

appropriation to cover expenditures from donations.

FACTS AND PROVISIONS/LEGAL REQUIREMENTS

County policy requires that donations of $10,000 and over be submitted to the Board of

Supervisors for acceptance. Acceptance of this donation is consistent with Government

Code Section 25355.

IMPACT ON CURRENT SERVICES

This generous donation from the City of Huntington Park will enable the Public Library

[image: image1]to serve more students and improve direct public service.
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c: Chief Administrative Officer

County Counsel

Executive Officer, Board of Supervisors

Auditor-Controller
Appendix B

Teen Center

Coming Soon to Huntington Park Library

We Want to know….what You think!

1. How often do you use the library?

a. once a week    b. once a month     
c. one a year      d. only when you need to

2. Do you use the Huntington Park Library?  Yes______ or No _______ 

3. If no to question 2, then why? And what library do you use?_______________
4. What kinds of things would you want to see in the library?

a. Furniture:________________________________

________________________________________
b. Books:___________________________________
________________________________________
c. Music:___________________________________
________________________________________
d.  Programs:________________________________
________________________________________
e. Electronics:_______________________________
________________________________________
f. Other suggestions:__________________________
___________________________________________
5. Would you be interesting in being part of a committee to help design the center? 

If yes…. 
Name: __________________



Phone:__________________



E-mail:__________________
Please return complete to Huntington Park Library, 6518 Miles Ave. Huntington Park, CA 90255 (323) 583.1461

County of Los Angeles Public Library
	Action Step
	Value
	People
	Money
	Time

	Identify grant funding agencies
	Will give information on variety of available funds
	Librarians with experience in grant writing 
	
	3 to 4 hours to research the agencies

	Prepare Boilerplate 
	Will give an insight to each step taken
	Librarian
	
	3 to 4 hours to research

	2nd Year

Reapply or renew grants
	Will keep a close contact with agencies
	Librarians with experience with grant writing
	
	4 to 6 hours to renew / reapply for grants

	Give feedback to agencies who funded
	Will provided proof to agencies of the money being spent put into good use
	Librarians with experience with grant writing
	
	4 to 6 hours to develop the feedback

	Identify corporate sponsors
	Will enable more funds to be used.
	Friends of the Library, Librarians, Community Members
	
	6 to 8 hours to find sponsors

	Identify different types of income sources such as charging for Xeroxing, fees for workshops
	Will add extra monetary funds to center
	Friends of the Library, Librarians, Community Members
	
	2 hours to come up with different funding ideas 


Appendix C

Strategic Initiative # 1

Strategic Initiative #2

	Action Step
	Value
	People
	Money
	Time

	Contact local media such as newspapers and local cable company
	Will increase the popularity of center
	Librarians and County Public Relations Representative
	$ 300 to purchase ads in newspaper
	3 to 4 hours to contact media

	Advertise in schools
	Will increase the awareness of the center directly to students
	Librarians and County Public Relations Representative
	
	2 to 3 hours to talk to principals

	Create attractive flyers and posters of services in the Teen Center
	Will promote the library in a non personal level
	Librarian and Friends of the Library
	$750 for color flyers and posters
	1 to 2 hours to create flyer

	Participate in Community Fairs
	Will be able to interact with the general public, who may or may not be aware of library services 
	Friends of the Library and Volunteers
	$750 for  giveaways
	16 hours to prepare, buy giveaways and work on the booth

	Conduct class visits, attend PTA and teacher meetings
	Will increase awareness of the center within the schools
	Librarians, Library Assistants
	
	To be done within 2 weeks before center opens, and the beginning of new school years.

	Send flyers to neighboring libraries
	Surrounding communities will become aware of the center and programs
	Library Assistant to print out flyers and send to libraries through shipment
	
	1-2 hours about a few weeks before the center opens, and before any special programs


Strategic Initiative #3

	Action Step
	Value
	People
	Money
	Time

	Purchase furniture and other additions
	Will create an attractive space for teens
	Regional Youth Services Coordinator, Community Library Manager, and Teen Librarian
	$12,000 for tables, chairs, bookcases, sofas, art, posters
	Two months before Center opens.

	Purchase Computers and Software
	Will offer up-to-date technology for homework and recreational use
	Regional Youth Services Coordinator, Community Library Manager, and Teen Librarian
	$5000 to buy laptops, printers and software
	Two months before the center opens

	Purchase video games, sound systems and other electronics
	Will provide necessary equipment for programs and recreational activities 
	Teen Services Coordinator, Teen Librarian
	$2,000 for Video games, sound system
	One month before the center opens

	Purchase  print and audiovisual materials 
	Will enhance the core collection with needed classics, multicultural and popular materials 
	Regional Youth Services Coordinator, Teen Services Coordinator, Teen Librarian
	$10,000 for books, cds, videos, encyclopedias, magazines
	Three months before the center open

	Set aside funds for material purchase for the each of the three years
	Will assure that the collection will be kept up to date during the initial three years
	Regional Youth Services Librarian, Teen Librarian
	Approximately $14,000 for the next three years
	Two years after initial year

	Determine money needed for programming over the next three years
	Will provide recreational and educational programming that will attract teens
	Regional Youth Services Librarian, Teen Librarian
	$5000 for programs
	Three months before opening and during the three years


Author Note
Cynthia Bautista, Department of Library and Information Sciences, San Jose State University; Diem-Trang Trinh, Department of Library and Information Sciences, San Jose State University; Lorraine Levine, Department of Library and Information Sciences, San Jose State University; Sonia Bautista, Department of Library and Information Sciences, San Jose State University.
The use of Huntington materials in this strategic plan does not reflect the views of the Huntington Teen Center but only that of the authors.

The team also wishes to thank the Huntington Park Library.     
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