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STAKEHOLDER ENGAGEMENT SUMMARY REPORT

Prepared by Joining Vision and Action (JVA)

Executive summary

The Pueblo City-County Library District (PCCLD) partnered with Joining Vision and Action (JVA)
during the fall of 2020 to facilitate group meetings and solicit input from key stakeholders to inform
PCCLD’s new strategic plan. JVA hosted seven focus groups with community members, and two
meetings with staff, leadership and governance members, totaling participation from 130 stakeholders.
During these meetings, participants were asked to provide feedback related to the strengths and
challenges of both the library and the greater community, as well as to identify potential solutions,
partnerships, resources and areas for focus moving forward.

This report presents the methodology used, details about the focus groups and facilitated
meetings, as well as findings from these community engagement activities. JVA has compiled these
findings into an analysis of strengths, needs and opportunities for PCCLD and the community it serves,
and synthesized the findings into recommendations for future focus areas and considerations for
strategic plan development.

Key findings include:

® Many strengths were identified by stakeholders. From the full list, community members and
staff both identified (1) staff, (2) community partners and relationships and (3) online resources
as the library’s greatest strengths.

e Five areas of improvement opportunities were identified, with staff and community feedback
aligned around ‘Awareness of Services.’

e Potential areas of focus were identified by staff, leadership and governance members using
input from the community focus groups to include: (1) employment, (2) education, (3)
technology, (4) access to services, (5) marketing and outreach, (6) culture and diversity and (7)
internal capacity.

In this report, the review of findings from the stakeholder engagement activities is followed by
suggested strategies, opportunities and potential action items within each of the identified areas of
focus. Additionally, JVA concludes the report by providing additional recommendations related to plan
development. These recommendations will play a key role in the development of PCCLD'’s strategic
plan.
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PCCLD STAKEHOLDER ENGAGEMENT SUMMARY REPORT

EXECUTIVE SUMMARY

In the fall of 2020, Pueblo City and County Library District (PCCLD) partnered with
Joining Vision and Action (JVA) to support its strategic planning process through group
facilitation services. JVA facilitated multiple sessions including seven focus groups with
community members and two meetings with staff, leadership and governance members.
A total of 42 people participated in the focus groups and over 130 people participated
through the facilitated meetings.

Through these strategic conversations, stakeholders were asked to provide feedback
related to strengths and challenges of both the library and the greater community, as
well as provide insights into potential partnerships and areas for focus moving forward.

The following shares library strengths identified by stakeholders, with a “star” graphic
to indicate significant congruence between community and staff feedback. Red boxes
indicate areas mentioned by community members, and blue boxes, by staff.

Community*
Meeting spaces partners and
relationships

“Look and feel”
of locations

Children’s Special Online *

Core users collections and *

programming archive services resources

Resource Programming

accessibility options Innovation

The following shares library improvement opportunities or considerations identified
by stakeholders, with a “star” graphic to indicate congruence between community and
staff feedback.

Changes to
hours or Makerspaces
scheduling

Awareness

Traditional vs. Teen and young
of services

modern library adult services

The following shares community strengths identified by stakeholders. This topic was
not included for discussion within the facilitated sessions, and the star marking for
congruence does not apply.

Available
services and
EINENITES

Collaborative Sense of

efforts

Cultural diversity community

Prepared by Joining Vision and Action (JVA) LLC | 2020
joiningvisionandaction.com



PCCLD STAKEHOLDER ENGAGEMENT SUMMARY REPORT _

The following shares community needs and opportunities for improvement or
intervention identified by stakeholders. Again, this topic was not included for discussion
within the facilitated sessions.

Employment
and economic
stability

Education: early
childhood and
secondary

Access to
technology

Safe places for
youth

Transportation
and mobility

Homelessness Mental health Food insecurity

Participants in the facilitated sessions were asked to identify potential areas of focus
(“thematic clusters”) for strategic planning. Including suggestions from the
community focus groups, the following areas emerged.

= Employment-related services or programs (i.e., serving as a “hub” for job
postings or careers services, in partnership with local businesses and
workforce development services)

= Education, early childhood through post-secondary (i.e., continuing to
connect and collaborate with local schools and education providers)

= Technology (i.e., providing access to needed hardware and internet
connectivity, training on systems and programs)

= Access to services (i.e., ensuring greater access to all community
members and patrons to library services, specifically those related to
technology)

= Marketing, outreach and branding (i.e., increasing community
awareness of library services)

= Culture and diversity (i.e., celebrating the diversity of cultures and
perspectives through inclusive programming, events and services)

= Internal capacity (i.e., capitalizing on library staff strengths for current or
new programming; strengthening internal working knowledge of systems,
technology and offerings across branches through training and
information sharing)

Using what was learned during this stakeholder engagement process, in complement
with other internal and external information (i.e., community polling results, patron use
and demographic data, library trends, emerging technology), PCCLD will develop its
strategic plan, set to be finalized in January 2021.

Prepared by Joining Vision and Action (JVA) LLC | 2020
joiningvisionandaction.com



INTRODUCTION AND BACKGROUND

With its current strategic plan coming to a close, Pueblo City-County Library District
(PCCLD) partnered with Joining Vision and Action (JVA) to facilitate engagement and
planning activities aimed at ensuring that strategic planning efforts were informed by
stakeholder ideas, preferences and input.

Methodology

Focusing on collecting qualitative feedback, JVA conducted multiple stakeholder
engagements via two primary methods—semi-structured focus groups and facilitated
meetings. Details about the composition and focus of these sessions have been outlined
below, and summarized findings are included in the report that follows.

Community Focus Groups

Seven 90-minute online focus groups were held with the following goals: 1) discussing
strengths and challenges of PCCLD, as well as the City and County of Pueblo, and 2)
identifying potential solutions, partnerships or resources to better support and serve
PCCLD patrons and the community as a whole. Participants included library users,
community leaders, business owners, elected officials, donors and Friends of the Library
board members. Many held multiple such “identities,” or types and levels of involvement
with the library.

A total of 42 people attended one of the following focus group options:

= Focus group #1—This group was held at noon on September 22, 2020,
virtually via Zoom and had 10 participants in attendance.

= Focus group #2—This group was held at noon on September 23, 2020,
virtually via Zoom and had four participants in attendance.

= Focus groups #3 & #4—These groups were held concurrently at noon on
September 29, 2020, virtually via Zoom and had 13 participants total in
attendance.

= Given the anticipated number of participants (19) for this time slot,
JVA provided additional staff to facilitate and take notes for two
subgroups (using the “breakout room” feature), effectively creating
two focus groups during this time—one with seven people and one
with six people.

= Focus group #5—This group was held at noon on September 30, 2020,
virtually via Zoom and had four participants in attendance.

= Focus group #6—This group was held at 6 p.m. on October 1, 2020,
virtually via Zoom and had four participants in attendance.

= Focus group #7—This group was held at 4 p.m. on October 3, 2020,
virtually via Zoom and had seven participants in attendance.



= This group was exclusive to teen and young adult participants. For
those who were under the age of 18 (six of the seven), a youth
consent form was provided to the participants’ parent and/or
guardian to approve their participation.

Focus groups were conducted with the understanding that the conversations were
confidential and that no identifying information would be shared through the report, but
that it would instead be synthesized and shared without attribution. JVA took notes from
each discussion to help craft this report, with information grouped generally under the
corresponding sections throughout the report. As an incentive for participation and
acknowledgement of the time and insights offered, PCCLD provided a $10 gift card to
Chick-fil-A for the teen and young adult focus group.

Facilitated Meetings

To engage staff members in the strategic planning process, JVA facilitated a virtual
session (via Zoom) with all PCCLD branches from 10 a.m. to 1:30 p.m. on October 12,
2020. In addition to introductory activities and presentation of research findings (from
polling results, internal research and focus groups), agenda items included discussions
of PCCLD strengths and how to leverage them, as well as recommendations for the top
goals/focus areas and related resources to consider including in the upcoming strategic
plan.

Approximately 130 employees joined the session through small groups at multiple
branch locations and meeting spaces. Given safety protocols and requirements due to
COVID-19, staff met in groups of fewer than 10 people, wore face masks and followed
recommended social distancing practices. Each group had an assigned “technical lead”
to support the video and audio connection to the Zoom call and to serve as the point
person for any technical difficulties. Additionally, each group was provided with a
“worksheet” containing key questions from the discussion sections of the agenda,
intended to engage the groups and collect feedback should the connection be lost. This
measure was not needed or implemented, as all teams remained connected for the
session.

To engage leadership and members of PCCLD’s governing body, JVA facilitated a
session with library leaders and trustees from 9 a.m. to 3 p.m. on October 28, 2020. This
meeting, conducted remotely via Zoom, included presentation and discussion of the
research findings previously shared at the all-staff development day session, as well as
in-depth conversation on potential focus areas for strategic planning. Although over 15
invitees were PCCLD board of trustees members, Friends of the Library board members
or Pueblo Library Foundation members, the group that attended primarily consisted of
staff leadership. Two foundation members and one library board trustee did attend,
along with 19 staff members. Given the change in the intended audience, JVA and
PCCLD leadership adapted the agenda during the session by removing one of the
brainstorming sessions (that would have been duplicative for many staff participants).



The 22 participants were:

= Joe Arrigo (foundation) = Phil Mancha (trustee)

= Kayci Barnett (Giodone = Amy Nelson (Rawlings
branch manager) library director)

= Sherri Baca (associate = Nick Potter (director of
executive director) community relations and

= Robert Childress (director development)

of information technology) = Aaron Ramirez (manager
of special collections &

= Terri Daly (director of .
museum services)

human resources)

= Regina Renee Ward
(reference and readers
advisory manager)

= Kirsten Dees (early literacy
librarian)

= Elizabeth Gallegos

(foundation) = Alan Rocco (facilities

superintendent)

= Alicia Griebel (Barkman Alex R I
library manager) . ex Romero (controller)
= Jennifer Tozer (Greenhorn

= Lori Kozel (Lamb branch i
Valley library manager)

manager)
= Jon Walker (executive
director)

= Heather Wilder (Pueblo-
West library manager)

= Jill Kleven (director of user
services)

= Nichole Lawless
(circulation manager)

= Diann Logie (Lucero library
manager)

JVA team members present included Nora Welch, director of strategic planning, who
facilitated the meeting, and Sandy Wiegand, copyeditor and writer, who captured notes.

Additional Information

Complementing the stakeholder information gathering process conducted by JVA,
PCCLD separately contracted with Research & Polling, Inc. (RPI) to complete a
statistically significant poll of adult residents in Pueblo County to assess their satisfaction
with various library services, their awareness of what PCCLD offers and the likelihood of
future use. PCCLD also engaged several of its staff members to research and report on
emerging technology, national trends across libraries and data for PCCLD use and
community demographics. JVA was provided with related summary reports and included
time for their presentation during the facilitated sessions, and information in these
reports was considered as JVA developed final recommendations.



STAKEHOLDER ENGAGEMENT FINDINGS

The following sections include information gathered through the focus groups, as well as
the facilitated sessions with PCCLD staff and leadership and its governing body. This
qualitative data has been summarized into key themes and observations, with direct
(and unattributed) quotes provided for additional insights.

Library Strengths and Areas for Improvement

Focus group participants were asked a series of questions aimed at identifying current
strengths of the library (i.e., what PCCLD does well), including their favorite services or
offerings, as well as what PCCLD could improve upon, including changes to frequency
(i.e., offering something more or less often) and insights from other libraries or systems.
This section also includes responses and insights gathered from PCCLD staff, though
limited to session questions related to strengths and opportunities to leverage.

Strengths
The following section outlines the areas of consensus related to PCCLD strengths.
Lesser spoken of topics are included at the conclusion of this section.

Staff
During every focus group, participants mentioned the high quality of staff members at
all branches. More specifically, participants noted the following:

= Responsiveness. While COVID-19 was top of
mind given the timing of the focus groups,
participants noted that even before the good at outreach. They
pandemic, PCCLD staff responded to patron will help you find what
requests or questions promptly and beyond what vy need. | have always
may have been expected. One example included had a good experience
a participant’s mother who was looking for a with them. —Teen focus
Pueblo Chieftain article from 20 years ago and group participant
“they had it for her the same day.”

“The librarians are really

“The library closed its doors but kept its

employees. They came up with all kinds of ideas to reach out online.
[Acknowledging] that not everyone can participate this way, but they
did a great job. The employees were terrific.” —Focus group
participant

= Adaptability. Especially given COVID-19, participants noted that staff
members were “terrific” in how they adapted to the safety requirements
and the ongoing needs of the community, commenting that they “really
rose to the occasion.”



“Whatever is needed, they] find a way to address it, and it’s usually
successful.”—Focus group participant

= Friendliness. Many focus group participants,
specifically longtime patrons or frequent visitors,
noted having personal relationships or
connections with PCCLD staff and appreciating
the opportunity to form bonds over time.

“The people are always
very nice.”—Teen focus
group participant

“I know a lot of staff on a first-name basis just

from going to the library often. | have exchanged phone numbers with
some of them. They know my kids’ names and their birthdays, a lot of
them.”—Focus group participant

= Leadership. PCCLD management was praised both by name and as a
group for providing excellent oversight of library operations, being
responsive to community needs, engaging with the community, and
encouraging partnerships and relationships with other organizations.

“I just want to say that the library leadership and top staffing there is
as good as it is anywhere. That will be the key thing to move this

i

forward.”—Focus group participant

= Innovation. Focus group participants mentioned that PCCLD staff and
leadership seem to be “ahead of the curve” when it comes to creating
more accessibility for the community and thinking about how to address
patron needs before they become requests.

“I think our library can compete with most any library in terms of what

i

they offer.”—Focus group participant

Staff, too, noted that PCCLD does a good job of hiring team members who are
knowledgeable, helpful and patron focused. Related, staff acknowledged its own efforts
to understand community needs and to think about how to better support the community.
Staff members added that each branch creates a sense of community for its specific
area: “Each feels like its own small town.” They also noted that the PCCLD team has
been fast acting and responsive, especially lately, considering COVID-19. Other
examples of great customer service included special collections offerings and children’s
programming, and how PCCLD staff is able to address requests from patrons, explaining
that “if patrons ask for an item, we never say no. We order it or go through interlibrary
loan.”



Overall “look and feel” of library locations
Focus group participants noted that the general
environment and atmosphere is often a strength at
PCCLD locations, with specific mentions of the
Rawlings, Pueblo West and campus branches.
Additionally, participants noted that everything is “done
with quality,” specifically citing the cleanliness of it keeps kids out of the
branches and the adequacy and appropriate uses of the streets and out of
spaces. Staff members also made mention of the benefit trouble.”—Teen focus
and attractiveness of meeting spaces and common group participant
areas. One participant also noted that the thing they like

most about PCCLD is “the sense that they are

neighborhood libraries,” and each has the cultural sense

of the neighborhood.

“It’s a very safe place.
Especially on the east
side. (People in the
area) have hard knocks;

“There is such good energy in the main building. Just walking through
it—the lighting, the space gives you a good feel. | am just drawn to
that. There is a closer library to me; | am on the south side, and |
pretty much always go to the Rawlings branch if I'm going to do
anything with the library.”—Focus group participant

“I feel really alive around students and folks in a learning
environment; being around a college campus or people who are
really interested in gaining knowledge.—Focus group participant

Meeting spaces

Another frequently mentioned strength, as well as a reason participants visited the
library, was the variety of available and affordable meeting rooms of different sizes.
One specific aspect highlighted was the accessibility of the meeting rooms to nonprofits
that often don’t have the space in their own facilities to host community meetings or
events, as well as the access to wireless and other technology services (e.g., projectors,
livestreaming, etc.) while using the facilities.

“For Rawlings in particular, its [meeting rooms’] versatility. For
example, | have gone to Booklovers Ball there. It’s one of few places

)

that can host its own gala or big gathering.—Focus group participant

Community partnerships and relationships

Staff noted that the PCCLD branch locations are quite connected to organizations within
their particular geographic areas. Some specific examples of potential partnerships or
co-offerings included a workforce or entrepreneur hub in partnership with local workforce
development organizations. In terms of alerting the public, multiple staff members
mentioned that scrolling marquees at locations could help with outreach and be a good



strategy to inform more of the community, not just those already connected with the
library.

Core users

Staff shared that there are a lot of people who frequently use PCCLD branches and
services, noting that readers of (printed) books are a huge population that is especially
loyal to the library: “They kept using curbside even when we closed down.” Staff
recommended that the library continue to offer readers’ advisory because (readers are)
“still our best customer.” More broadly, staff mentioned that PCCLD sees patrons as
individuals in what they want and need.

Children’s programming

Throughout the focus groups, both parents and nonparents noted the strength of the
children’s programming, using words such as “incredible” and “wonderful.” Participants
cited the quantity and quality of children’s programs, with one participant noting that
“they really do a great job of educating our kids.” Additionally, participants mentioned
PCCLD’s outreach efforts and engagement activities with schools (e.g., the “create your
own Dr. Seuss” contest) and how it provides a great way to “keep involved.”

“I appreciate the investment in youth, from early childhood to teen
services. [PCCLD is] an excellent community partner [for youth], not
just in the space [provided] but also the people they hire, which says

i

something about their culture.”—Focus group participant

Special collections and archive services

Participants across focus groups acknowledged the high value of opportunities for the
multitude of research opportunities, including local history, microfiche and
genealogy opportunities, and that they are “well appreciated by a number of people.”
Also mentioned was the one-to-one help of PCCLD staff when using these resources.

“They house a lot of historic materials on Pueblo and Southeast
Colorado in general. That resource to understand our past is
valuable.”—Focus group participant

Online resources

Focus group participants often mentioned online resources and distribution platforms
such as Kanopy and the Hoopla app. Participants noted how easy and affordable
these content sources were, making them a “must have” when preparing for travel or
heading out for a hike. While feedback was overwhelmingly positive for the online
resources, one participant did mention that having to search multiple apps for a title was
a little cumbersome.

PCCLD staff emphasized that both before, and especially during, the COVID-19
pandemic, the library has advanced its tech knowledge and orientation, citing “a ton” of



virtual programming and that it is looking at other ways technology can enhance the
library experience. Related, it has focused on and continues to focus on helping to
ensure the community has access to the library’s digital offerings by providing items
such as Kindles, tablets, hot spots, etc.

Resource accessibility

For both online and physical items, multiple participants noted how “easy” and
“convenient” it is to access the resources across PCCLD locations. Specifically,
people noted the ability to use the hold pickup, with one commenting, “I can easily grab
my book on my way home from work,” as well as the curbside pickup options sparked by
COVID-19 restrictions. Additionally, some patrticipants noted the economic impact of
having access to library resources and how someone can read a lot of good books
throughout the year without having to “spend a ton.”

“The accessibility that has been provided to our community through
locations and technology has been outstanding. We are fortunate to
have what we have, and the community appreciates the

9

[resources].”™—Focus group participant

“Curbside service has been great. They call you to let you know, ask
what time you are going to pick it up, and what color is your vehicle.
[PCCLD did a] great job of thinking this service through.—Focus
group participant

Programming options

Mentioned throughout the focus groups was the vast number of programming options,
including cultural offerings, reading programs and events (e.g., Pueblo Reads), various
classes (e.g., English as a second language, General Educational Development), and
opportunities for meeting with various local service providers. From the variety of books
to events to individual support from PCCLD staff, focus group participants consistently
mentioned how much they appreciated the wide-ranging options, as well as the
guality of the options, with one participant explaining, “the library has a way of bringing
things alive.”

“I love the way they are always reinventing themselves. Their
programming is always changing to meet the needs of the
community. They are always on top of change. They are not
complacent.”—Focus group participant

“I would echo that the programming ... sometimes it’s overwhelming
because there are so many different things. There’s a ton of it. And
it’s very diverse, for all kinds of interests. And with different formats



for different kinds of learners. Crafty, hands-on, also pedagogic,
entertaining ...”—Focus group participant

Innovation

Along with being resilient and flexible, PCCLD staff was described as being imaginative
and creative with solutions, and skilled at anticipating what patrons may want or need.
To help inform future innovation, staff talked about surveying program attendance and
using metrics to increase or change program scopes, as well as building internal
infrastructure to support innovative processes and ideas.

Other strengths mentioned, though less frequently, included the ability to request
resources (e.g., book titles, either new or nostalgic) and individual branch responses to
COVID-19 (e.qg., offering bags of activities or snacks for youth to come in and pick up).

Areas for Improvement

The following section outlines the areas of consensus

related to desired improvements for PCCLD branches

or services. Lesser spoken of topics are included at the “A few of my peers didn't
conclusion of this section. Of note, PCCLD staff was not  €ven know that a library
prompted to respond to this topic directly, so this section ~ card was free and was

reflects focus group participant feedback only. easy to access; | feel
like more high-schoolers

Awareness of services would go check out

Participants frequently noted that many community resources if they

knew.—Teen focus

members aren’t aware of all that PCCLD offers, =5
group participant

assertions that were supported by focus group
participants learning about services (e.g., Hoopla,
Kanopy) from other participants during focus group
sessions.

“l agree on expanding awareness. | know what’s going on because |
have social media, [though / don’t check it constantly], but how |
know what’s happening at the library is being in the library and
seeing what’s happening, so | think expanding awareness would be
good.—Focus group participant

“They also have such amazing online services that people don’t know
about. ... [They need to improve their] marketing strategy. ... They
provide a lot that people just don’t know about.”—Focus group
participant




Changes to hours or scheduling

Several participants mentioned that accessing children’s programming (e.g., story time
during the day) can be a challenge as a result of parents’ work or transportation
schedules. Related, participants also acknowledged that it is not PCCLD’s responsibility
to be a “babysitter” for the community’s children. However, given the resources available
at the library, there was a desire for the library to strike a balance between providing
schedule-friendly options for parents to have their children go to the library
(accompanied or unaccompanied) while also not creating logistical or liability problems.

“It's a tough balance. Sometimes programs didn’t have great
participation, and | wonder if that’s working parents. It’s a lot easier to
leave them home [than coordinate dropping them off somewhere]. ...

i

It’s a struggle.”—Focus group participant

A few participants also suggested having more branch locations be open or have
adjusted hours on Sundays. A teen focus group participant mentioned that staying open
later on Fridays could provide a safe place for young people to hang out versus
alternative, more risky or more “boring” options.

Makerspaces
Multiple participants noted that increased availability of makerspaces and related
programming would be a welcome addition to PCCLD services.

“3D printing, video, kids filming themselves—hands-on learning,
especially for children. It allows them to sense the excitement of not
just books but also those things that are takeaway and tangibles they
can experience. Building the experience is just as much as going to
get books.”—Focus group participant

Traditional vs. modern library

Some participants noted that while the online resources are valuable and necessary, it is
also important to make sure to keep “classic” elements of the library, including the
physical books and quiet study spaces, adding that it can be valuable to model “what it is
to have some quiet time” and enforcing that. While this thought was referenced during
the “areas for improvement” section of the focus groups, this idea surfaced more as a
“warning” or reminder as PCCLD looks to the future, versus a strong concern.

“I have a few friends who have said they have a concern that it’s a
library and they want books. With myriad opportunities available,
having technology and the opportunity to use that is important, but is
there a benefit to quiet spaces and comfortable spaces for reading
and to engage youth to do that? ... Maybe that’s just me looking to



the past ... saying: Is there an opportunity for providing, encouraging,
modeling that for children?”—Focus group participant

Teen and young adult services
Throughout focus group conversations, participants
noted the importance of having safe places and The game ’board and
activities for teens and young adults. This idea was prizes aren’t rea?lly
further highlighted and spoken to in the teen focus t_eenager iP5, IEES
) . : . . like food and coupons
group, with participants identifying a desire to have .
) , for places to go.—Teen
more youth-focused educational resources available. -
i . _ focus group participant
Specifically, teen focus group participants mentioned
that it would be helpful to have more resources or
classes around learning how to apply for college (e.qg.,
class to help fill out applications), how to apply for scholarships or how to write a
resume. Additionally, a majority of teen focus group participants mentioned that they
would be interested in more fun activities like game nights, movie nights, e-sports or
video game nights. A couple of teen focus group participants noted that this had been
tried before and they weren’t sure if would be successful now but thought that with the
right promotion it could be well attended.

Additional, but less mentioned, ideas for improvement included adding hydroponics
classes, featuring more art exhibits or installations, creating outdoor spaces (e.qg.,
amphitheater, basketball courts), reconsidering joining Prospector and/or Marmot
systems to be able to share interlibrary books statewide, including an attached café, and
implementing uniforms for PCCLD staff to differentiate employees from patrons and
“elevate” the look and feel at locations. A few participants also mentioned the possibility
of being able to “check out” time with PCCLD staff and/or community members who
could provide mentorship and specific topic area expertise.

Community Strengths, Needs and Opportunities

For this section of questions, focus group participants were prompted to think about the
greater community—the City and County of Pueblo. Participants were asked about the
most pressing issues and challenges facing their community, how these issues have
changed over time, and what they would deem as the “most important” to address.
Additionally, participants were asked to think about how the community can build on its
strengths to address some of these needs and how they might imagine a “perfect
Pueblo.”

Strengths

The following section outlines the areas of consensus related to community
strengths. Lesser spoken of topics are included at the conclusion of this section. As
was the case with the focus of the section above, PCCLD staff was not prompted to



respond to this topic directly, so this section reflects focus group participant feedback
only.

Cultural diversity

Many of the focus group participants noted that there are a lot of different ethnic
groups and cultures within the greater Pueblo community, creating a “melting pot” that
“makes it a rich place to be” and “builds strength in our community.” Many participants
said the area’s diversity has been a long-standing strength and that the community’s rich
and diverse history is one of the big contributors to its overall sense of pride.

“'m a lifer. 1 was born here, went to college here, | love it here.
There’s diversity, different ethnicities. Pueblo has a huge heart.”
—Focus group participant

Collaborative efforts

Participants also noted the collaborative nature of Pueblo and its commitment to
teamwork across various disciplines and types of organizations, including
nonprofits, businesses, faith communities and government agencies. Specific groups
and initiatives were also mentioned as supporting the community, including:
Communities That Care (CTC), Sustainability Plan Action Team (SPAT), Environmental
Policy Advisory Committee, Pillars of Unity, the Pueblo Food Project, Laura’s Food
initiative and service clubs.

“Everybody works together on all different types of projects.”—Focus
group participant

Sense of community

Similar to the sense of collaboration, people across

focus groups (teens and adult participants) noted the

strong pride there is among Pueblo residents. “'m really proud of
Additionally, the friendly nature of community members Pueblo for rallying
overall was noted by longtime residents and newcomers behind itself. ... Pueblo

alike. Other notable and positive attributes for the takes care of each other.
community included a “can-do” attitude and a lot of ... People always come
motivation to make things happen. Related, participants back. It’s a thing. | love
mentioned multiple local initiatives and assets (e.g., the it.”—Teen focus group
Riverwalk, art center and PCCLD) that the community participant

came together on and committed to financially,
explaining, “we have really nice amenities and things
that the community is willing to put our money to.”

“It's an open and welcoming community. | have only been here four
years. And it’s the biggest small town | have ever beenin. ... am



always meeting people who know four or five people | already know.
I really love that about Pueblo.”—Focus group participant

“We are resilient as a community, and we face all sorts of challenges
and we still keep going. I've never seen a community pull together
like Pueblo does. They help someone they don’t know and won'’t see,
but the fact that someone needs something, they will get it.—Focus
group participant

Available services and amenities

Related to the idea that Pueblo is a “big small town,” participants regularly said that the
number of amenities available in the community is remarkable and that they rival
those of larger cities. Specifically mentioned strengths included the multitude of public
parks, the zoo, the Riverwalk, access to outdoor recreation activities and proximity to
state parks, and youth sports and sports facilities (e.g., Runyon Field, Dutch Clark
Stadium). Additionally, focus group participants frequently mentioned that higher-
education systems (i.e., Pueblo Community College [PCC] and Colorado State
University [CSU] Pueblo) are a huge strength for the community, noting “our colleges are
doing a great job.”

“Pueblo has so many amenities for their size. | really appreciate what
Pueblo has been able to achieve.”—Focus group participant

2

“We’re ahead of where most cities would be of this size.—Focus

group participant

“We haven’t said enough about CSU Pueblo and it being a great
school. A lot of us are alums. We are really blessed with it. PCC is
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also first rate.”—Focus group participant

Additional but less frequently mentioned strengths include: quality of life, affordable
cost of living, lack of challenges around commuting and parking, nice weather,
accessibility of community leaders to connect and collaborate, and “audacious”
renewable energy goals.

Needs and opportunities

The following section outlines the key areas of consensus related to needs of the
community and opportunities for improvement within the communities. It is important
to note that these topics were discussed broadly and not solely in relation to how
PCCLD might address them or out of expectation that PCCLD would do so, but rather to
spark ideas for potential mission-related connection points. Lesser spoken of topics are
included at the conclusion of this section. Again, PCCLD staff members were not



prompted to respond to this topic directly, so this section reflects focus group participant
feedback only.

Employment and economic stability

Growing and supporting the workforce came up across multiple focus groups as
important to address for both the individual worker and for the community as a whole.
Specifically, increasing awareness of opportunities within the Pueblo area for
“‘homegrown” workers was seen as an opportunity for greater support.

“Stronger ties to provide internships and training where students can
stay in the community and benefit the area as a whole. A lot stay or
are from the area originally, but we also do have a lot of talent we
lose.”—Focus group participant

“It also would benefit us to have a more robust vocational training
program for people who are not necessarily college bound; that
would be really wonderful for Pueblo.”—Focus group participant

“Kids in school now don’t have a mentality of ‘you can be anything
you want to be.’ They don’t realize we have a great university and a
community college—the library could help remind those kids they can
be anything they want to be. There are trades programs as well—
PCC has an outstanding welding program and works with a high
school on it too. That could be promoted more as well. —Focus
group participant

Mentioned most often in relation to the economic growth and development of Pueblo,
participants also noted the poor reputation of the Pueblo area. This was described as
contributing to youth or young adults seeking to leave for opportunities outside of the
county (e.g., leaving for the “big cities” like Denver and Boulder) and to challenges with
attracting businesses to the area, specifically those from more northern Front Range
communities.

Safe places for youth

Participants in both the adult and teen focus groups said “The stigma is that it’s
they felt there were not enough “safe havens” for not safe, there’s bad
youth in Pueblo. Additionally, some locations that do not people, you can’t stay
have safety issues may still face the perception of being out late. Even if | feel

unsafe. Further, some of the teen focus group safe, my parents
participants noted that previously “safe” and “fun” don’t.”—Teen focus
locations to hang out (e.g., the local mall) have been group participant

shut down or have more limited offerings than in the
past.



“There are a lot of kids that don’t have a place to go after school.
There are a lot of parents working and such, so having a place where
they can go to get help with homework. My kids spent time at the
Boys and Girls Club after school, and they got to spend time doing
homework and someone was there to help them; that was a need in
the community that the Boys and Girls Club [met]. ... They don’t have
that many locations to provide that as needed.”—Focus group
participant

Education, early childhood and secondary

Strengthening the education systems and supports, for early childhood through
high school, was mentioned multiple times throughout focus groups. Many focus group
participants highlighted the impact of strong early childhood education and care on the
health and well-being of the community, including impact on graduation rates, crime
rates, workforce development and positive economic impact, both for individuals and for
the community as a whole. Focus group participants also noted the potential
opportunities for PCCLD to support the development of young children through
partnerships with childcare providers or early childhood schools, as well as through
pipeline development resources (i.e., encouraging the exploration of early childhood
education careers), which was complementary to feedback around workforce pipeline
development overall. Also mentioned was the desire to help the community grow in its
awareness of how important education is on the whole, again including how “research
indicates [its] positive impact on the community.”

“That notion is important to help highlight what needs to happen to
improve education, and the library can be that source of information
or a critical partner to help educate on initiatives.”—Focus group
participant

Access to technology
Addressing the “digital divide” for community residents that do not have access to the
internet and/or devices was a recurring theme for focus group participants.

“l want technology to be more accessible in the community. That’s
where everything has gone, and lots of community members can't
afford Wi-Fi or machines (computers)—the library is inundated. Every
computer is always in use when | walk into the library. There is not
equitability in access to technology.—Focus group participant

This challenge was described as having been highlighted even more by COVID-19 as
many resources moved online. Participants did comment that PCCLD had done well at
addressing immediate needs within the community in terms of partnering with local
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schools and foundations to provide laptops and “hot spots” (i.e., portable devices to
provide wireless internet) for residents in need.

“[PCCLD] has been a great resource with electronics. [There have
been] concerns about hot spots, devices, and we have reached out
to the library and it has provided hot spots to students. We had a
homeless student, and the school district wouldn’t give her a hot spot
and was going to turn her in for truancy ... and the library stepped
up.”—Focus group participant

Homelessness

Homelessness was hamed as a “huge” issue by some participants, and it's one the
library is well versed in, given that people experiencing homelessness often use PCCLD
locations to “take a break from the outside.” Most participants who brought up the issue
of homelessness also made note of PCCLD’s commendable efforts at balancing being
welcoming to all and ensuring a safe environment.

“I think one of the things they do really well is balance the homeless
community along with [others]. They are really outreaching to a large
diverse audience. It encourages folks to come in, and everyone feels
they can come in there. For that population that struggles to connect
with computers and jobs, they do a great job and the staff is available
to them.”—Focus group participants

Mental health

Especially considering the impact of COVID-19, in terms
of increased gnxiety and decreas.ed access .to kids how to help people
support ser.vl.ces and healthy coping mechanisms, going through mental
multiple participants noted that mental health challenges e e TS
are not only present in the Pueblo community but also group participant

likely to grow in scope and in populations affected.

“Speaking as a teenager
... we don’t teach our

“Maybe [there could be]
“I am very interested and concerned about a group where kids can
how we can in the future ensure folks that just go and talk about
need services can get them in a way that is the problems they are
meaningful to them, and that they believe having and they feel
sincere efforts are behind it. | am hoping the safe. ... That would be a

library and the many community things it does good program for the
[will get involved], plus the university and the library to have.”—Teen
city. [It will require a] hefty effort to talk about focus group participant
these things and handle them in the future.”—

Focus group participant
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Transportation and mobility

Participants described an overall lack of sufficient mobility and access to the
transportation needed for both adults and younger people to access programs at
different branches. One patrticipant noted that for one of the adult literacy programs
there were often issues with clients having enough funds to access public transportation
to attend the session. Though this was mentioned several times in relation to PCCLD
specifically, multiple participants also mentioned how challenges with public
transportation are applicable to accessing other community services and amenities.

Food insecurity
Many focus group participants also noted that food insecurity is on the rise, with that
trend likely to continue given the ongoing impact of COVID-19.

Additional, but less frequently mentioned, areas of need and potential opportunity
included countywide infrastructure maintenance and repair, and an increasing need for
and lack of affordable housing. Also mentioned was a desire for city and county
organizations to improve communication and transcend “territorial issues,” specifically to
help reduce duplication of services and better use funding and resources.

Potential Partnerships and Resources

Focus group participants were asked to think specifically about what partnerships or
resources may be of benefit to PCCLD in support of its current and future operations. Of
note, suggestions offered below reflect opportunities that PCCLD could both create and
continue or strengthen (for those that are already in progress). The following partnership
opportunities or resource sources were suggested:

= Engage with local arts organizations and alliances to bring more
exhibits to the library, as well as arts and culture programming or classes.

= Connect with the Southeast Regional Council of the El Pomar
Foundation to explore additional funding (separate from the full
foundation).

= Connect with local service clubs or member organizations, such as
Rotary International or the Pueblo Economic Development Corporation
(PEDCO) for potential funding opportunities through their philanthropic
and foundation arms, as well as networking to support other partnerships.

= Continue partnerships with higher education, expanding offerings
and/or promotion at CSU Pueblo and PCC campuses.

= Reach out to business owners and/or chamber organizations to
connect with the workforce community to identify potential needs and
partnership opportunities that will help sustain and grow the talent pool.

= Related, explore “soft skills” classes and resources.



= Create additional and stronger relationships with early childhood
education through 12" grade, and continue to build out programming
and shared resources.

= Serve as a hub for employment postings and be a connection between
employers and potential employees.

= Foster connections with nonprofits and social services (e.g., United
Way, Care and Share, Catholic Charities, Boys and Girls Club).

= Partner with local museums to cross-promote shows, exhibits and
activities.

Of additional note and special consideration for PCCLD, a focus group participant
suggested some caution around future asks for funding or resources, given the recent
ballot initiative and current funding partnerships, noting “[PCCLD has] a good strong
muscle of grantseeking ... but it's hard to fundraise in a community where they get a lot
of tax dollars. They have access to a lot of funding nationally; they should maximize
[national funding options] before they go to local donors.”

Staff-recommended Priority Focus Areas

Referencing the strengths shared above, as well as information and reports provided
during the facilitated all-staff development day session, staff members were also asked
to identify their top three to five goals or priorities. The following section shares key
themes that came up most often and across multiple staff groups.

Marketing and branding

“We can’t have an amazing idea, and no one knows about it.” As indicated through the
discussions around strengths above, multiple staff groups noted the need to ensure
PCCLD services are being better shared and promoted for each branch throughout
their respective communities and the greater Pueblo area as well. Also mentioned within
this category was the idea of dealing with the public’s perception of the “ghost of the
outdated library” and how to address this when reaching out to the community,
especially those who may not be as connected to or aware of PCCLD.

Technology infrastructure

PCCLD must continue to build services and systems, both internally and externally,
that support growing needs within the tech space, staff said. Related, and in
support of the systems, PCCLD will need to ensure that staffers are “tech literate” (e.g.,
through ongoing training) and are able to help patrons and the greater public grow in
their own digital literacy. Additionally, staff identified that it would be helpful (both to
patrons and staff) to increase technology services and offerings at each branch, instead
of relying on one location to provide these services.

Focus on lifelong learning
Staff mentioned offering programming, such as a how-to series or individual classes, at
all the different branches, designed specifically to meet the community’s needs—to



be identified through asking patrons. Specifically, life skills classes were mentioned,
including classes on budgeting, grocery shopping for a family of four, gardening and
other outdoor activities, how to enter the workforce (i.e., from job application, to writing a
resume, interviewing and finding childcare). Also mentioned were options for youth and
adults around developing social supports and participating in apprenticeship programs.

Community-focused planning and ongoing feedback

Also, as stated above, several groups mentioned being sure to include community
members and community partners (i.e., local organizations) in planning processes
to identify which services would be most well received and helpful and to help avoid
duplication of services. As one staff member said, “They can do what they do best and
we can do what we do best, and we can make a larger impact in the community.”
Specifically mentioned along with this idea were increased or enhanced partnerships
with schools (secondary and postsecondary), including reaching out to local schools
and campuses to see how to better connect with and serve students, parents, teachers,
administrators and other school staff. Related, staff mentioned wanting to think
strategically about how programs continue even when a staff member who may have
championed the effort leaves, as well as having the flexibility to cancel programming that
may have run its course.

Leadership/Governance Session

PCCLD’s October 28 Zoom meeting was designed to gather feedback from library
leadership and members of its governing body; i.e., board of trustees members, Friends
of the Library board members and Pueblo Library Foundation members, as well as staff
leadership. However, all but three of the 22 attendees were staff members. Two
foundation members and one library board trustee were present. (Note that some
participants arrived after introductory activities.)

Thus, many of the ideas discussed had similar themes to those of the all-staff
development day meeting. Nonetheless, the group took advantage of the opportunity to
have more extensive conversations on data gathered through internal reporting and
stakeholder engagement, as well as to delve more deeply into conversations about
potential themes on which to focus in PCCLD’s upcoming strategic plan.

Cover Stories

After the group was welcomed, participants were sent to breakout rooms in small groups
to participate in a “cover story” activity. This exercise is designed to prompt participants
to think creatively about PCCLD’s future by exploring the question: “If PCCLD was
featured in the news 20 years from now, what would be celebrated and highlighted
as its key accomplishments?” After their small-group conversations, everyone
returned to the main room to report back on their groups’ visions. Main themes included
advancing digital equity, being a comprehensive community hub and increasing access
to services for all residents. Full notations of the “headlines” and “sidebar articles” from
this exercise can be found in Appendix A.



Presentations

Library staff members and JVA then provided the full group with a brief overview of
findings related to their areas of research for the strategic plan. (See PowerPoint slides
under separate cover.) After each presentation, participants followed up with comments
and questions. For context, all of the information—including the polling results, internal
and external data, and stakeholder feedback—was collected during the COVID-19
pandemic.

Polling results
PCCLD commissioned a statistically significant poll to gather input on library services
from adult Pueblo County residents. Among key findings:

= 89% of respondents said it was important or very important for Pueblo
County residents to have access to a comprehensive local public
library.

= The book selection (28%), children’s programs (19%) and library
internet access (18%) were the top responses when participants were
asked to name PCCLD’s most important services and programs.

= 39% of respondents said they had attended a learning program or
activity at a PCCLD library, and the type of programs named most often
were children’s programs (28%) and cultural and educational
programs and events (25%).

= At least 70% of respondents rated PCCLD staff “excellent” in the areas of
friendliness, (being) knowledgeable and helpfulness.

=  When asked how the library could be improved, 59% said either there
was no way in particular or that they didn’t know/wouldn’t say.

After the presentation, an attendee asked whether it was possible to compare results of
this year’s poll with previous ones, and participants were pointed to the appendices for
the 2016-2020 strategic plan, found on PCCLD’s Reports and Plans web page.

Emerging technology

PCCLD’s director of information technology presented definitions and information on
emerging technology that could impact library operations, including hyperautomation,
multiexperience, empowered edge computing and the distributed cloud.

In discussing the potential impact of these technologies on PCCLD, one participant
noted that their use might free up staff to interact more with clients and “do things
we are really good at,” such as offer readers’ advisory services. The group also
noted that although technology is shifting and expanding the skills needed to be a
librarian, library school curriculum is keeping up.

Other observations that surfaced included the following:

= Theideal is for user interface and experience to be seamless.


https://www.pueblolibrary.org/about/reportsandplans

= Connectivity/access is one part of the technology puzzle.

= Technology will be deployed based on patrons’ wants and needs, not
for technology’s sake alone.

= Tech such as the distributed cloud and the empowered edge will help
keep outages or other glitches from impacting entire systems/
patrons.

External and internal data

PCCLD also collected and analyzed demographic and other data on the Pueblo
community, as well as data on the community’s use of the library system. The analysis
includes segmentation of the population into five primary socioeconomic groups, as well
as statistical snapshots of the populations living in each library service area.

Key findings related to community use of PCCLD include the following:

= Although program attendance has risen at PCCLD, circulation,
computer use and library visits have fallen.

= Libraries are not consistently accessible by bus because routes and
schedules have gaps.

= 13% of the Pueblo County population lacks access to broadband or
high-speed internet at home.

Gaps in data as a result of inaccurate or inconsistent reporting were highlighted,
along with a need to focus on better measurement of outcomes as well as use of
data to improve services and better meet community needs.

In discussion that followed the presentation, a participant remarked on the potential for
partnerships to support internet connectivity in the community.

“It seems like all of these plans and activities presume internet
connectivity. If we could raise that [connectivity] level substantially
and quickly, we could move ahead more quickly with the rest.”—
Leadership session participant

It was also noted that PCCLD has provided approximately 600 hot spots to
organizations (e.g., Boys and Girls Club) throughout the community and is working with
the Housing Authority of Pueblo to provide hot spots in housing complexes serving older
adults. The library is also monitoring the community’s need for computer access,
recognizing that local school districts have helped fill that gap to a significant degree,
especially during the pandemic. Finally, the group was reminded that the cost of hot
spots encompasses not just the initial outlay but also monthly service costs,
meaning funding has to be secured on an ongoing basis.



Library trends
The PCCLD team’s examination of trends in public libraries included the following
findings:

= Libraries serve as community resiliency centers—supporting
preparation for and recovery from physical, social and economic
disruption.

= Libraries are working to bridge the digital divide, facilitating access both
at home and in their facilities.

= There is an intentional focus on diversity, equity and inclusion in
libraries’ culture, collections and programming.

= Libraries are becoming hubs for entrepreneurship and workforce
training.

In light of the recurring theme of technology and technology infrastructure, participants
noted that internet bandwidth is a challenge throughout the Pueblo area, because
providers prioritize areas that are likely to provide a higher return on investment.
However, several indicated there might be ways to try to address the issue.

“It may be good to have some conversations behind the scenes, get
some external contacts to see Pueblo as an opportunity; for example,
Google does some of that kind of thing.”—Leadership session
participant

Another participant mentioned having connections with E-Rate, which funds schools and
libraries, focusing in part on broadband access.

After the presentations by PCCLD staff, JVA provided a brief review of the findings of its
stakeholder engagement efforts, which are described in more detail earlier in this report.

Potential Focus Areas

Informed by the data presented and the earlier activities, in the meeting’s final exercise,
participants were sent to breakout rooms in small groups to discuss and identify the
areas they felt were most important for PCCLD to focus on when crafting its strategic
plan. After each small group reported out to the full group, all were invited to respond to
two Zoom polls, both drafted during the meeting based on the full group’s synthesis of
common themes and categories, to further narrow down their priorities.

In the first poll, participants could choose only their top priority area. Top vote-getters
were “responsive to the community” (35%) and “technology, digital strategy, digital
literacy, digital divide” (30%). Participants discussed the challenges of selecting only one
area and noted that many of the choices seemed to relate to and/or would support or
inform one another. For example, “responsive to the community” is likely a component
that could be incorporated throughout strategic focus areas.



Aiming to address the feedback on feeling limited with only one selection, the second
poll allowed participants to pick their top three choices, and their votes were as follows:

= Technology, digital strategy, digital literacy, digital divide (63%)

= Responsive to the community (58%)

= Marketing, awareness, branding (58%)

= Diversity, equity and inclusion (47%)

= Community building and business partnerships (21%)

= Specific populations services (underserved, specific needs) (21%)
= Accessibility, ease of access of services (16%)

= Lifelong learning (11%)

= Engaging new or first-time users (5%)

= Early childhood education (0%)

Several participants noted it was surprising that early childhood education was not
selected as a top focus area despite being mentioned throughout stakeholder
discussions as an important and mission-relevant focus area. This disconnect may be
attributed in part to the “in-the-moment” nature of the polling and does beg for further
discussion as the plan is developed.

Perhaps shedding some light on the disconnect is a comment made earlier in the day.
Polling data from Pueblo residents showed that children’s programs were the most
common choice for PCCLD’s “preferred learning programs and activities,” while the
children’s collection and services were only ranked fourth when it came to their use.
Mused one participant: “Space for children is something that is valued (by society) and
permeates our consciousness, but maybe we don’t all have young children. ... Like me, |
don’t have young children, but | still know the value of such programming.”

It seems possible that, given the high value the public clearly places on PCCLD’s
children’s programming, and the library’s consistent history of providing such high-quality
programming, staff sees little reason to focus on fixing something that isn’t broken.
Perhaps if staff, like focus group participants, had been asked specifically to identify
strengths and how they might be leveraged, there might have been more discussion of
children’s programming. This may also be true of other strengths or potential focus areas
that seem to be doing well as is and do not indica