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Kimberly Bolan and Associates (KBA) was tasked with conducting a 
community needs assessment and developing a master plan, which 
included a strategic plan and a space needs assessment, for the Liberty 
Lake Municipal Library (LLML). During this process, KBA also assessed 
the library’s current services and reviewed community needs for library 
services overall. LLML is an independent, single facility library located in 
Liberty Lake, WA, a city situated on the eastern edge of  Spokane County 
at the eastern border of  WA state. Liberty Lake is about 20-30 minutes 
east of  downtown Spokane, WA and west of  Coeur d’Alene, ID.

A planned community, Liberty Lake is growing rapidly with an 
approximate population of  about 11,000 and an expected build out 
population of  18,000, which it should reach in the next 10-15 years. Full 
demographic profiles of  the community can be found in Appendix G.

KBA’s specific scope for the project included: 

Gathering stakeholder input through community and staff  discussion groups

Conducting an online community survey

Completing a building review and assessment

Studying current demographics and psychographic profiles of  the city

Data analytics of  library usage and benchmarking to peer libraries

A 3-method LLML specific space needs assessment

Conducting a community stakeholder retreat to determine key priorities for
LLML

Developing long-term facility recommendations based on the retreat
outcomes and smaller scale recommendations to improve library space and
service in the short-term.

Scope
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KBA worked in collaboration with LLML staff, Trustees, Friends of  the 
Library, City Officials, and members of  the community to assess the 
community’s needs, library services, the library facility, and discuss 
options for the future of  library and its facility. 

KBA’s community-driven approach included:

1. Conducting community forums and discussion groups in Liberty
Lake from September 24-26, 2019
 7 sessions were conducted in total and held at the Library and the City

Hall.

 The general public, city and community leaders, library trustees, and
staff  members were all invited and included in these discussions

 Attendance at all events was strong for a community the size of  Liberty
Lake.

 72 people attended in total

2. Conducting an online survey the Fall of  2019
 479 surveys were completed

 359 of  those were from Liberty lake

 The other 120 were from areas surrounding Liberty Lake or declined to
specify where they lived

3. Conducting a “Strategic Retreat” where a mix of  community
members and leaders, library staff  and trustees, and City
officials convened to review the findings of  the process. At this
Retreat participants completed a series of  collaborative
exercises that surfaced what they felt were the key priorities for
the library, and more specifically, what courses of  action the
library should pursue to further improve library services and
meet the community’s needs.

Engagement Process
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Community Feedback Sessions Conducted:

 As part of  the data gathering process for the Liberty Lake Municipal 
Library’s (LLML) Community Assessment and Master Planning project, 
Kimberly Bolan and Associates conducted seven stakeholder sessions 
from September 24 through 26, 2019. A variety of  Liberty Lake 
residents, including the general public, library staff, business 
community, Friends of  the Library, senior citizens, parents and 
caregivers, Library Board Trustees, and City Council members 
participated in these sessions. Overall, seventy-two people attended. 

 During the sessions, a range of  topics were discussed including 
people’s thoughts on the Liberty Lake community and their 
impressions of  the Liberty Lake Municipal Library. Other areas 
include Library-specific topics such as customer service, collections 
(e.g., books, DVDs, special collections, etc.), children’s, teen and adult 
services and spaces, technology, meeting spaces and community 
awareness.

 Support for the library was very high with those who attended 
discussion sessions.

 The vast majority of  attendees supported an increase in library space 
and resources to keep up with the growing demands of  the 
community.

 Many attendees cited not supporting previous ballot measures, but 
suggested that they would support a measure focused on library 
expansion/improvement that did not bring in the other elements from 
the previous ballot measures.

See Appendix A for the full summary of the 
community input sessions.

What the Community Says
Community Input Summary
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Community Survey Conducted:

 KBA assisted LLML with conducting an online community survey. In 
total 479 survey responses were obtained, of  which 395 were 100% 
completed.

 At least 359 of  the respondents were from Liberty Lake, though 101 
didn’t specify or refused to specify their residential location.

 While the majority of  survey respondents were library users, over 10% 
were infrequent or non-users.

 Most survey respondents were highly supportive of  the library.

 The survey respondents clearly value the current services of  the 
library and see it as vital to the community.

 Though the question of  support for Library expansion and/or 
improvement was not directly asked (without better context and 
community dialogue, questions such as these create more confusion 
than they do enlightenment about the community’s potential support 
of  or opposition to such initiatives), a significant number of  
respondents specifically called for such action throughout the open-
ended questions and comments in the survey.

See Appendix B for the full summary of the 
community survey.

What the Community Says
Community Input Summary
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The community was engaged (via the discussion groups and the online 
survey) with many questions about the Liberty Lake community and the 
library.  The following is a recap of  what was heard:

What do you like most about the Liberty Lake community?

 Overall, people described Liberty Lake as a great family community with a 
small‐town feel, but easily accessible to metro and recreational areas. 

 Other consistent feedback included safe, good walkability, and great 
people/neighbors.

What would make the community better?

 Many community members used this question to state the need for a “bigger and 
better” library to match the community’s growing size and needs.

 Having more meeting spaces for the community to use

 Better “management” of  growth

 Improved openness and inclusivity

What are the most important issues facing the community?

 Areas of  concern included: increasing traffic and congestion, long range planning 
for the town not keeping up with the actual growth. 

 Affordability of  housing 

 Apartments are seen as increasing density and posing challenges for the 
community. However, it was also said that, “As more people with apartments and 
smaller living spaces increase, there will be more of  a need for the library.”

 It was also mentioned that Liberty Lake needs a center of  the city.

Community Needs Assessment
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 Top Overall Identified Needs from the Community Discussion 
Groups

1. More New & popular materials (books, DVDs, etc.), want shorter wait times

2. Youth programming and Space (especially for kids in the 8-10 yr age range)

3. Better marketing and promotion of  what the library has and offers

4. More and Bigger Meeting Spaces with better technology and features

5. Quiet Areas within the Library

6. Small Study/Meeting Rooms

7. More appropriate and separated Teen area/space

8. Interlibrary materials loaning (i.e., getting materials from other libraries)

9. More power access throughout the building

10. More adult ongoing type programming (educational, crafting, and cultural)

 Survey: Top Ten Overall Community Identified Needs:
1. Interlibrary materials loaning (i.e., getting materials from other CIN libraries)

2. Youth programming

3. New & popular materials (books, DVDs, etc.)

4. Free WiFi

5. Digital content (downloadable books, magazines, movies, etc.)

6. Teen programming

7. Small Group Meeting spaces

8. Meeting Rooms (medium and larger groups)

9. Delivery to the homebound

10. Individual (one-to-one) staff  assistance

Library Needs Assessment
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 Books are NOT going away.

 eBook usage appears to be hitting a plateau.(1)

 Digital native generations have a strong preference for physical books with most 
studies showing an over 70% preference for print by Gen Z. (2)

 Usage is changing and collections need to align to those changes in each 
community.

 All communities have segments of  their populations that desperately need and will 
always need the library for its wide variety of  services and resources. Even more 
affluent communities like Liberty Lake still have users at or below the poverty line 
who rely on the library. 

 Libraries are leading literacy in all forms and 
for all ages. This includes reading, technology, and financial literacy.

 There is a national focus on lifelong learning 
and libraries provide a huge role in this area. 
Millennials in particular are showing a stronger
interest in these kinds of  programs and 
general usage of  libraries than older 
generations. (3)

 Public libraries are seen more and more as 
community gathering spaces and the hubs of
their communities. Particularly in communities 
like Liberty Lake without other outlets that
can also serve this role.

1. “Report: Ebook Usage in U.S. Public Libraries”,
Library Journal, 2016

2. USA Today Snapshots: “Print’s not Dead to 
Gen Z students”, USA Today, August 21, 2019

3. “Millennials are the most likely generation of Americans 
to use public libraries”, Library 2016, Pew Research 
Center, September 2016

Societal & National Trends
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The following information is both the 2010 U.S. Census and the more 
recent Advantage Spokane web-published data.
 Overall the Liberty Lake community is a well off  mix of  mostly 

well‐educated young families and older empty next households at or 
near the retirement age. 
 It is younger on average than the rest of  the state or county, and 

though it has a strong pocket of  retirement age people, the 
percentage of  the population over 65 is below state and county 
averages.
 The community is growing quickly, likely around a 50% increase in 

population by 2020 versus the census year 2010.
 Digital connectivity (household computer and broadband 

connection) are slightly above state and county averages (though 
still not at 100%)
 Education rates (% of  population with high school degree and 

higher education) is significantly higher than state and county 
averages
 Income per household levels are in line with state average though 

above the county levels, but Income per capita is higher than both 
the state and county levels which is unusual given the area has a 
similar average number of  people per household
 Despite the relative affluence of  the community, just over 5% of  

residents live at or below the poverty line (though this is well below 
state and county levels)

 See Appendix G
for additional demographics 
from Advantage Spokane 
and psychographic profiles of
the community

Liberty Lake

Demographic Highlights
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The following information is per the 2010 U.S. Census.

Liberty Lake

Demographic Highlights
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As part of  the overall community needs assessment an analytical assessment of  the 
library space requirements needed to serve the Liberty Lake community was 
undertaken.  Three (3) different approaches were used to assess what the appropriate 
level of  square footage should be. Each of  these assessments were used to calculate 
the “appropriate” library size for Liberty Lake now, at an estimated population of  
11,000, and at its expected build out population of  approximately 18,000. KBA was 
provided CAD drawings of  the currently library building.  

 An electronic measurement of the space occupied by the library shows the 
current library at 9,612 sqft.

Method 1: Typical Square Footage Per Capita:

 National opinions on the appropriate square footage per capita for a modern public 
library vary.  There is a regional skew to these opinions as libraries in the 
Northeastern and Midwestern areas of  the country are definitely larger on average 
per capita than in parts of  the south and west.  It’s not uncommon to see libraries 
with 1.5, 2 or even 2.5 square feet per capita in communities throughout the 
Midwest.  More affluent communities tend toward those higher numbers, but even 
smaller rural communities tend to run at or above 1 square foot per capita.

 Based on KBA’s experience with Public Libraries we’ve found 1 square foot per capita 
to be the right balance of  size versus cost impact to the community. However, we do 
see Northwestern US libraries running, on average, smaller than that, so we’ll show 
both the 1 square foot and 0.9 square foot calculations to reflect that regional 
tendency.

 Per Capita Rate : @11,000 @18,000
1.0 11,000 sq. ft. 18,000 sq. ft.
0.9 9,900 sq. ft. 16,200 sq. ft.

 It was mentioned in the City Council focus group that a 2009 report “City of  Liberty 
Lake Municipal Library & Public Safety Building Remodel” cited a city established 
service level of  0.41 square feet per capita.  The foundations or rationale of  how this 
service level was established could not be discovered through our research.  
However, it is significantly below regional and national norms for public libraries in 
communities of  similar size and makeup to Liberty Lake.

 The City Council meeting also made reference to WI State Space Standards.

Space Needs Assessment
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Method 2 Benchmarked Approach:

 In this method we look at libraries from around the region serving similarly 
sized communities to determine an average per capita square footage 
number.  Then use that number, just as in Method 1, to determine the needed 
size for the library.

 Population ranges from around 8,000 to 20,000 were used to get a 
reasonable sample size for each state.  For Oregon we used a narrower range 
of  populations to get a more reasonable comparison list.

 Ultimately this method further validates KBA’s typical approach and the 1 
square foot per capita “standard” that has emerged.  Though if  one used ID 
as the primary comparison you would end up closer to our low range from 
Method 1. 

Space Needs Assessment (Continued)

Library Name State
Population 

Served
Library 

SqFt
 SqFt/ 

Resident 
BURLINGTON PUBLIC LIBRARY WA 8,715        22,000      2.52         
ANACORTES PUBLIC LIBRARY WA 16,780      28,000      1.67         
ELLENSBURG PUBLIC LIBRARY WA 19,550      12,795      0.65         

GRANDVIEW LIBRARY WA 11,170      16,000      1.43         
KELSO PUBLIC LIBRARY WA 11,980      11,627      0.97         

PORT TOWNSEND PUBLIC LIBRARY WA 9,500        10,100      1.06         
SEDRO-WOOLLEY PUBLIC LIBRARY WA 10,950      8,000        0.73         

Average 1.29         

BLACKFOOT PUBLIC ID 11,890      10,005      0.84         
BOUNDARY COUNTY DISTRICT ID 11,921      8,000        0.67         

BURLEY PUBLIC ID 10,464      6,856        0.66         
GARDEN CITY PUBLIC ID 11,602      12,331      1.06         

HAILEY PUBLIC ID 8,218        8,000        0.97         
JEROME PUBLIC ID 11,317      11,288      1.00         

MOUNTAIN HOME PUBLIC ID 13,840      16,000      1.16         
LARSEN-SANT/FRANKLIN DISTRICT ID 13,561      8,750        0.65         

NORTH BINGHAM COUNTY DISTRICT ID 12,429      7,600        0.61         
Average 0.87         

ASTORIA PUBLIC LIBRARY OR 9,770        10,564      1.08         
DRIFTWOOD PUBLIC LIBRARY OR 14,414      23,500      1.63         

MILTON-FREEWATER PUBLIC LIBRARY OR 9,872        12,800      1.30         
MONMOUTH PUBLIC LIBRARY OR 9,745        14,400      1.48         

SCAPPOOSE PUBLIC LIBRARY OR 12,174      11,020      0.91         
ST. HELENS PUBLIC LIBRARY OR 13,120      6,570        0.50         
UMATILLA PUBLIC LIBRARY OR 9,676        4,720        0.49         

FERN RIDGE LIBRARY DISTRICT OR 12,427      10,000      0.80         
CHETCO COMMUNITY PUBLIC LIBRARY OR 13,662      17,574      1.29         

COTTAGE GROVE PUBLIC LIBRARY OR 9,890        8,500        0.86         
Average 0.90         

3 State Average 1.02         
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Method 3: Programmatic Approach: 

 This is an area by area programmatic assessment based on specific 
collection sizes, public seating targets, and other metrics specific to the 
Liberty Lake Municipal Library. In this approach standards set forth in the 
Wisconsin State Library Public Library Standards in conjunction with the 
Public Library Space Needs: A Planning Outline 2009 developed for the 
State of  Wisconsin have been utilized by KBA to build an area by area tool 
for estimating the amount of  space needed for the library.  This is 
completely based on existing collection sizes and programmatic elements 
and provides adequate space for flexibility in day-to-day programming and 
sufficient space to meet ADA requirements for spacing and free movement 
throughout the library.  

 The details of  this analysis are included in the Appendix C.  Programmatic 
estimates for both population levels were calculated independently.  KBA 
used the most conservative end of  the standards when a range was 
provided.  Where the Wisconsin standard document leaves elements open 
ended, KBA used their deep experience working with and designing libraries 
to provide the most practical space requirements per item.  We’ve honed 
these numbers over the 15 years of  our practice and continue to adjust 
them as libraries evolve and realities shift in terms of  library programming. 

 The programmatic approach used in the calculations to the future state 
18,000 was extremely conservative, thus the space estimate for the 18,000-
population level is coming in lower here than in Methods 1 & 2.  A slightly 
more dynamic program with additional space for growth would likely end up 
more aligned with the 1 sq. ft. per capita levels as above. 

 Method 3 Estimates:  (see worksheets in Appendix C)

 @11,000 Pop: 11,681 sq. ft.

 @18,000 Pop: 15,688 sq. ft.

Space Needs Assessment (Continued)
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KBA performed a statistical benchmark analysis to compare LLML to 
similar libraries from the state of  Washington.

Analyses Description:

 We pulled the only 5 Single Location Public Libraries in Washington that 
were within the same population range as Liberty Lake. 

 Nearly 50 data points for each library were compared

 We looked at raw numbers, per capita rates, and per visit rates

 We averaged the 5 comparison libraries in all three data tables

 We focused on finding where LLML is “well above” or “below average” on 
each metric. Then, we looked at how the numbers related and impacted 
each other for the deeper story.

Key Takeaways

 The two biggest places where LLML deviates from the comparison 
libraries are Visits and Funding

 LLML is well below its peers in funding, LLML spends $47/capita with 
the average of the comparisons being $64/capita (range is $30 – 106) 
per 2017 state data comparisons

 Visits are well below comparisons, but Circulation and Programming 
Attendance are average to well above average.  

 This may indicate that the library as currently configured isn’t a 
physically attractive place for residents to visit (compared to the other 
libraries) other than to pick up materials or attend programming

 2017 data was analyzed as it was the data available at the time, 
subsequently 2018 data has been made available and was reviewed but 
there are no significant changes in data comparisons.

Benchmark Assessment
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Benchmark Assessment (Continued)

Funding

Visits

 Visits are significantly below 
average

 Only 1 comparison has similarly 
low visits (on a per capita basis)

 What is most likely suppressing 
library visits at LLML?

 Open hours often have the 
most significant impact on 
visit levels.

 Lack of  comfortable space/seating?

 Layout doesn’t provide any quiet space?

 Layout only provides minimal collaborative/gathering spaces?

 As might be expected given the community demographics, 
Public PC usage is also lower than comparisons
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Benchmark Assessment (Continued)

Programming

 LLML clearly excels at programming

 LLML is providing more programs and getting better attendance than 
comparison libraries.

 LLML program attendance represent 16% of  library visits.  The 
average of  the comparison is only 9%.

 However, the bulk of  this is Youth Programming, as LLML draws a 
larger percentage of  its total program attendance from Youth versus 
the comparison libraries
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Our Mission: Liberty Lake Municipal Library provides resources, opportunities, 
experiences, and services to inspire, entertain, and empower the community to connect, 
learn, and grow.

Our Vision: As the heart of  the community, the Liberty Lake Municipal Library preserves 
yesterday, informs today, and inspires tomorrow.

Core Values
• Safe and Welcoming: Provide a safe, supportive environment for all.
• Open Access: Provide open, equitable access to information and ideas across the 
community.

• Good stewardship: Demonstrate responsible management of  the library’s financial and 
material resources.

• Lifelong Learning: Provide opportunities for discovery, innovation, inquiry, and growth.
• Customer Focus: Provide exceptional positive and rewarding experiences.
• Intellectual Freedom: Provide open access to all points of  view.
• Community Success: We are an engaged and valued community partner.

Core Services
• Lend library materials
• Maintain a diverse collection of  materials in physical and electronic formats
• Connect readers with books and other materials
• Present programs addressing community needs and interests
• Provide access to computers, connectivity, and other technology resources
• Deliver expert information and research assistance
• Maintain safe, welcoming spaces

Mission, Vision, Values

As a part of  this process Library Trustees and Administration developed the following 
updated Mission, Vision, Values, and Core Service guidelines to provide overall guidance 
to the library and this process.
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The Strategic Plan
Process:
 A “Strategic Retreat” was planned where a mix of  community members and 

leaders, library staff  and trustees, and City officials would convene to review the 
findings of  the process. 

 At this Retreat on October 29th, 2019,  participants completed a series of  
collaborative exercises that surfaced what they felt were the key priorities for the 
library, and more specifically, what courses of  action the library should pursue to 
further improve library services and meet the community’s needs.

 The resulting high-level strategic plan following is the outcome of  that retreat and 
the votes and choices made by the group.
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Strategic Plan
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Liberty Lake Library –
Strategic Planning Overview

O
VE

RV
IE

W
 O

F 
M

ET
HO

DO
LO

G
Y

Be
gi

nn
in

g 
in

 M
ay

 2
01

9 
an

d 
co

m
pl

et
ed

 In
 N

ov
em

be
r 2

01
9,

 u
nd

er
 th

e 
gu

id
an

ce
 o

f t
he

 L
ib

er
ty

 L
ak

e 
M

un
ic

ip
al

 L
ib

ra
ry

’s
 (L

LM
L)

 Li
br

ar
y 

Di
re

ct
or

 a
nd

 B
oa

rd
 o

f T
ru

st
ee

s,
 

th
e 

st
ra

te
gi

c 
pl

an
ni

ng
 p

ro
ce

ss
 w

as
 c

om
pl

et
ed

 fo
r t

he
 L

ib
er

ty
 L

ak
e 

M
un

ic
ip

al
 L

ib
ra

ry
 fo

r y
ea

rs
 2

02
0 

–
20

24
. L

ib
ra

ry
 c

on
su

lta
nt

s,
 R

ob
 C

ul
lin

an
d 

Ki
m

be
rly

 B
ol

an
 o

f 
Ki

m
be

rly
 B

ol
an

 a
nd

 A
ss

oc
ia

te
s (

KB
A)

, f
ac

ili
ta

te
d 

th
e 

pr
oc

es
s a

nd
 a

na
ly

sis
 b

ut
 th

e 
lib

ra
ry

 a
nd

 it
s c

om
m

un
ity

 m
ad

e 
al

l o
f t

he
 c

ho
ic

es
 a

nd
 d

ec
isi

on
s 

in
 th

e 
pr

oc
es

s.

Th
e 

Pr
oc

es
s

LL
M

L’
s s

tr
at

eg
ic

 p
la

nn
in

g 
pr

oc
es

s i
nc

lu
de

d 
th

e 
fo

llo
w

in
g 

ke
y 

ar
ea

s.
  

G
at

he
rin

g 
an

d 
an

al
yz

in
g 

co
m

m
un

ity
 in

pu
t a

nd
 d

at
a,

 w
hi

ch
 in

vo
lv

ed
 b

en
ch

m
ar

ki
ng

, d
em

og
ra

ph
ic

 a
na

ly
sis

, a
nd

 c
ol

le
ct

io
n 

an
al

ys
is.

 In
 a

dd
iti

on
, L

LM
L s

ta
ff 

an
d 

Li
be

rt
y 

La
ke

 re
sid

en
ts

 w
er

e 
in

vo
lv

ed
 in

 e
xp

lo
rin

g 
id

ea
s a

nd
 p

os
sib

ili
tie

s 
fo

r t
he

 li
br

ar
y 

as
 a

 th
riv

in
g 

21
st

ce
nt

ur
y 

lib
ra

ry
. S

ta
ke

ho
ld

er
 s

es
sio

ns
 w

er
e 

co
nd

uc
te

d 
by

 K
BA

 
Se

pt
em

be
r 2

4-
26

th
, 2

01
9.

 P
ar

tic
ip

an
ts

 in
cl

ud
ed

 th
e 

ge
ne

ra
l p

ub
lic

, C
ity

 C
ou

nc
il,

 e
du

ca
to

rs
, c

om
m

un
ity

 le
ad

er
s,

 b
us

in
es

s 
le

ad
er

s,
 se

ni
or

 c
iti

ze
ns

, F
rie

nd
s 

of
 th

e 
Li

br
ar

y,
 

LL
M

L s
ta

ff 
m

em
be

rs
, a

nd
 li

br
ar

y 
tr

us
te

es
. P

ar
tic

ip
an

ts
 in

cl
ud

ed
 fr

eq
ue

nt
 li

br
ar

y 
us

er
s 

an
d 

in
fr

eq
ue

nt
 a

nd
 n

on
-u

se
rs

 a
nd

 ra
ng

ed
 in

 a
ge

s a
nd

 b
ac

kg
ro

un
ds

. O
ve

ra
ll,

 
se

ve
nt

y-
tw

o 
(7

2)
 st

ak
eh

ol
de

rs
 p

ar
tic

ip
at

ed
 in

 th
e 

di
sc

us
sio

ns
 re

ga
rd

in
g 

th
e 

LL
M

L’
s s

er
vi

ce
s 

an
d 

st
ra

te
gi

c 
fu

tu
re

. I
n 

ad
di

tio
n 

to
th

e 
st

ak
eh

ol
de

r s
es

sio
ns

, a
n 

on
lin

e 
su

rv
ey

 w
as

 co
nd

uc
te

d 
be

tw
ee

n 
Se

pt
em

be
r 2

3rd
an

d 
O

ct
ob

er
 1

4th
, 2

01
9.

 F
ou

r h
un

dr
ed

 a
nd

 se
ve

nt
y-

ni
ne

 (4
79

) s
ur

ve
ys

 w
er

e 
co

m
pl

et
ed

. S
ur

ve
y 

pa
rt

ic
ip

an
ts

 in
cl

ud
ed

 
fr

eq
ue

nt
 li

br
ar

y 
us

er
s (

88
%

) a
s w

el
l a

s i
nf

re
qu

en
t a

nd
 n

on
-u

se
rs

 (1
2%

). 
Su

rv
ey

 ta
ke

rs
 ra

ng
ed

 fr
om

 1
9 

to
 o

ve
r 7

5 
ye

ar
s o

f a
ge

; a
bo

ut
 7

0%
 o

f s
ur

ve
y 

ta
ke

rs
 w

er
e 

be
tw

ee
n 

th
e 

ag
es

 o
f 2

6 
an

d 
65

 y
ea

rs
 o

f a
ge

, 2
8%

 w
er

e 
ov

er
 6

5 
an

d 
le

ss
 th

an
 2

%
 w

er
e 

25
 o

r u
nd

er
. 

De
ve

lo
pi

ng
 s

ol
ut

io
ns

 d
ur

in
g 

a 
on

e-
da

y 
St

ra
te

gi
c 

Pl
an

ni
ng

 R
et

re
at

 h
el

d 
on

 O
ct

ob
er

 2
9,

 2
01

9.
 D

ur
in

g 
th

e 
Re

tr
ea

t, 
al

l d
at

a 
an

d 
co

m
m

un
ity

 in
pu

t w
as

 re
vi

ew
ed

 w
ith

 a
 

pl
an

ni
ng

 te
am

 o
f t

hi
rt

ee
n 

(1
3)

 p
eo

pl
e,

 c
on

sis
tin

g 
of

 th
e 

lib
ra

ry
 d

ire
ct

or
, s

ta
ff 

m
em

be
rs

, l
ib

ra
ry

 b
oa

rd
 m

em
be

rs
, C

ity
 C

ou
nc

il
m

em
be

rs
, c

om
m

un
ity

 le
ad

er
s,

 a
nd

 th
e 

ge
ne

ra
l p

ub
lic

. F
ro

m
 th

e 
da

ta
, t

he
 g

ro
up

 w
or

ke
d 

to
 e

st
ab

lis
h 

es
se

nt
ia

l s
tr

at
eg

ic
 a

re
as

, s
pe

ci
fic

 g
oa

ls,
 a

nd
 re

la
te

d 
in

ve
st

m
en

ts
 re

qu
ire

d 
to

 im
pl

em
en

t t
he

 g
oa

ls 
to

 h
el

p 
th

e 
lib

ra
ry

 th
riv

e 
ov

er
 th

e 
ne

xt
 fi

ve
 y

ea
rs

 a
nd

 b
ey

on
d.

W
ha

t W
e 

He
ar

d

Th
e 

st
ak

eh
ol

de
r s

es
sio

ns
 a

nd
 o

nl
in

e 
su

rv
ey

 e
xp

lo
re

d 
se

ve
ra

l t
op

ic
s i

nc
lu

di
ng

 c
us

to
m

er
 se

rv
ic

e,
 y

ou
th

 se
rv

ic
es

, a
du

lt 
se

rv
ic

es
, o

ut
re

ac
h 

se
rv

ic
es

, p
ro

gr
am

m
in

g,
 

te
ch

no
lo

gy
 a

nd
 d

ig
ita

l s
er

vi
ce

s,
 th

e 
fa

ci
lit

y/
bu

ild
in

g,
 c

ol
le

ct
io

ns
 a

nd
 re

so
ur

ce
s,

 a
nd

 o
ve

ra
ll 

21
st

ce
nt

ur
y 

pu
bl

ic
 li

br
ar

y 
be

st
 p

ra
ct

ic
es

. D
et

ai
le

d 
su

m
m

ar
ie

s 
of

 a
ll 

st
ak

eh
ol

de
r f

ee
db

ac
k 

an
d 

on
lin

e 
su

rv
ey

 re
su

lts
 w

er
e 

pr
ov

id
ed

 in
 se

pa
ra

te
 d

oc
um

en
ts

 to
 L

LM
L’

s l
ea

de
rs

hi
p 

an
d 

re
vi

ew
ed

 in
 d

ep
th

du
rin

g 
th

e 
St

ra
te

gi
c 

Pl
an

ni
ng

 
Re

tr
ea

t. 
Al

l s
ta

ke
ho

ld
er

 in
pu

t, 
da

ta
 a

na
ly

sis
, a

nd
 fo

llo
w

-u
p 

ex
pl

or
at

io
n 

w
or

k 
le

d 
to

 th
e 

st
ra

te
gi

c 
fo

cu
se

s a
nd

 g
oa

ls 
ou

tli
ne

d 
on

 p
ag

e 
tw

o 
of

 th
is 

do
cu

m
en

t.

Ev
al

ua
tio

n 
&

 C
ol

la
bo

ra
tio

n

W
ith

 th
e 

go
al

 o
f a

ch
ie

vi
ng

 a
ll 

ou
tli

ne
d 

go
al

s o
ve

r t
he

 n
ex

t f
iv

e 
ye

ar
s,

 L
LM

L a
dm

in
ist

ra
tio

n,
 s

ta
ff,

 a
nd

 B
oa

rd
 o

f T
ru

st
ee

s 
w

ill
 re

gu
la

rly
 e

va
lu

at
e 

th
ei

r p
ro

gr
es

s a
nd

 
ac

hi
ev

em
en

ts
. O

bj
ec

tiv
es

 s
et

 fo
rt

h 
in

 th
is 

pl
an

 w
ill

 b
e 

fu
rt

he
r d

et
ai

le
d 

ea
ch

 y
ea

r i
n 

a 
12

-m
on

th
 d

et
ai

le
d 

w
or

k 
pl

an
 w

hi
ch

 w
ill

 d
ev

el
op

ed
 b

y 
th

e 
lib

ra
ry

 s
ta

ff.
  T

he
se

 
an

nu
al

 1
2-

m
on

th
 p

la
ns

 w
ill

 a
dd

re
ss

 th
e 

sp
ec

ifi
c 

ac
tio

ns
, o

bj
ec

tiv
es

, a
nd

 g
oa

ls,
 in

 a
dd

iti
on

 to
 sp

ec
ify

in
g 

re
qu

ire
d 

st
af

f a
nd

 fi
na

nc
ia

l c
om

m
itm

en
ts

. I
n 

ad
di

tio
n,

 th
e 

hi
gh

-
le

ve
l p

la
n 

co
nt

ai
ne

d 
in

 th
is 

do
cu

m
en

t w
ill

 b
e 

re
-e

va
lu

at
ed

 e
ac

h 
ye

ar
 b

y 
th

e 
bo

ar
d 

to
 e

ns
ur

e 
th

at
 th

e 
hi

gh
-le

ve
l g

oa
ls 

st
ill

 a
lig

n 
w

ith
 th

e 
ne

ed
s 

an
d 

go
al

s o
f t

he
 

co
m

m
un

ity
, a

he
ad

 o
f t

he
 st

af
f’s

 d
ev

el
op

m
en

t o
f t

ha
t y

ea
r’s

 1
2-

m
on

th
 p

la
n.

  T
hi

s b
al

an
ce

d 
an

d 
sy

st
em

at
ic

 p
ro

ce
ss

 a
lso

 e
m

ph
as

ize
s 

th
at

 th
e 

re
su

lti
ng

 p
la

n 
w

ill
 b

e 
ite

ra
tiv

e 
an

d 
ev

ol
ve

 s
ub

st
an

tia
lly

 o
ve

r t
he

 n
ex

t s
ev

er
al

 y
ea

rs
. 

Th
e 

ke
ys

 to
  L

LM
L’

s i
m

pl
em

en
ta

tio
n,

 e
va

lu
at

io
n 

an
d,

 u
lti

m
at

el
y,

 th
e 

su
cc

es
s o

f i
ts

 st
ra

te
gi

c 
pl

an
 w

ill
 b

e:
•

A 
th

or
ou

gh
 u

nd
er

st
an

di
ng

 o
f t

he
 p

la
n 

as
 w

el
l a

s a
ct

iv
e 

in
vo

lv
em

en
t i

n 
im

pl
em

en
tin

g 
th

e 
pl

an
 b

y 
st

af
f a

nd
 th

e 
Bo

ar
d 

of
 T

ru
st

ee
s

•
Fr

eq
ue

nt
 a

nd
 o

ng
oi

ng
 c

om
m

un
ic

at
io

n 
be

tw
ee

n 
ad

m
in

ist
ra

tio
n 

an
d 

st
af

f
•

Fr
eq

ue
nt

 a
nd

 o
ng

oi
ng

 c
om

m
un

ic
at

io
n 

be
tw

ee
n 

LL
M

L’
s s

ta
ff 

an
d 

its
 c

om
m

un
ity

•
Ac

tiv
e 

co
lla

bo
ra

tio
n 

be
tw

ee
n 

LL
M

L’
s B

oa
rd

 o
f T

ru
st

ee
s,

 C
ity

 C
ou

nc
il,

 a
dm

in
ist

ra
tio

n,
 s

ta
ff,

 o
ut

sid
e 

or
ga

ni
za

tio
ns

, a
nd

 th
e 

co
m

m
un

ity

20



Kimberly Bolan and Associates, LLC
www.rethinkinglibraries.org

At the Strategic Retreat on October 29th, 2019 considerable discussion 
and debate was conducted on the appropriate direction for the Library’s 
facility.

Through a series of discussions, exercises, and votes, the group 
concluded that:
 The current library facility is at capacity and small renovations are needed to 

improve library service.

 An expanded or new library will be needed to serve the community at its 
build-out population. This library should be 16,500 - 19,500 sq. ft.

 Though KBA staff purely acted as facilitators and had no vote in the process, 
our firm also supports this conclusion based on our experience working with 
similar communities and based on the data and community input developed 
during the project.

The key factors in this conclusion were:
 The library being undersized for the current and projected community size by 

all three space needs analysis methods.

 Demand for library programs and space constantly exceeding current 
capacities. (e.g. youth programs are almost always at or beyond capacity)

 The lack of  study and meeting rooms means the library can’t provide the type 
of  spaces that users need.

 Though the building is ADA compliant overall, many areas (especially youth) 
are not fully ADA compliant.

 The library lacks adequate space for users of  all ages to work, collaborate  or 
gather comfortably.

 Staff  lack sufficient space to work effectively and serve the public’s needs.

 Adequate parking is a key issue that keeps users away from the library. 
Providing enough parking to meet peak demand at larger events is not likely 
realistic; however, parking should be sufficient to accommodate ALL users 
during typical peak times and regular daily popular events like story times.

Facility Conclusions
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Where to go next with this conclusion:
Even if  the community leadership were to immediately act on the 
recommendations that came out of  this process, the timeline for a larger 
or new library building puts it multiple years away.

Short Term
 The current library should be evaluated for smaller low-cost upgrades that 

would improve services to the community.

 Space reconfiguration along with changes in some furniture and shelving could 
significantly improve the library’s service, comfort, and day-to-day flexibility.  

 Recommendations for key short term priorities follow this page. 

Long Term
 Review project findings with City Council, Mayor, and community leaders.

 Conduct a Feasibility Study to explore expansion options of  current facility.

 Using the results from the Space Needs Assessment, Feasibility Study, and 
community input, City and library staff, Council, and community members will 
work together to develop a plan for investing in library services for our 
community. This plan will address the long-term library service and facility needs 
that are the priorities of  the City Council and the community.

 Work with the City Council, the Library Board, and a community advocacy group 
(this group should consist of  local residents and community leaders) to support 
and realize the recommendations of  the library service plan and garner 
community support.

 For a new or expanded facility, these are possible steps to move forward –

 Develop a formal building program to determine specific facility needs, 
evaluate the pros and cons of  acquiring a building versus new construction, 
and provide cost estimates for both options.

 Given previous unsuccessful attempts by the city to garner public support 
for city building projects, this project is best served by a more grass-roots 
community-driven approach. 

 In parallel with the political process of  gaining community approval, the 
grassroots group should also begin a capital fundraising campaign.

 Voters are far more likely to support a government spending initiative that 
has private financial support as well.

Where to go from here
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1. Too much library space is currently allocated to shelving books that are 
not circulating (Non-Fiction, Teen, and to a 
lesser degree older (3 yrs+) Fiction)

2. Reduce size of  general collections in the 
lower-circulating collections

 Dramatically increase the amount of  
face out merchandising

 Work to highlight that books not on the 
LLML shelves may still be available 
via consortium partners

3. Improve Shelving arrangements

 Narrow shelving aisles to 38- 40” with 60” at turn-around ends which is 
still slightly beyond ADA requirements but narrower than almost any aisle 
in the Adult stacks (some aisles are 60”+)

 Evaluate shelving re-orientation to create better sight lines and improve 
space allocation and “niche area making” 

4. Service Point changes:

 Reduce down to 2 Service Points 
- Keep current circulation desk location but look at smaller desk solutions.
- Keep current youth services desk
- Remove other service points

5. For Adults: Add more comfortable seating (which is more appropriately 
sized to the space), flexible tables (for 2 on casters) and chairs.

6. Upgrade Early Literacy and Youth Areas: 

 Address ADA aisle width issues in early-literacy by shifting to taller but 
still browsable shelves which have a higher footprint density

 Add appropriately sized flexible tables(for 2 on casters) and chairs 

Short Term Current Building 
Recommendations

See Appendix J for some general ADA 
guidelines relevant to public libraries.23
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Additional Short-term
Recommendations
Collections

1. Based on current collection usage, reduce the size of
the collection segments that have lower circulation
and turnover
(see Collection Analysis Appendix D)

2. Convert some (up to all) of  the freestanding double-
sided shelving to lower mobile shelving with lockable
casters (this shelving could be used in a
new/expanded library as well
(Image below. Typical costs~$2,900/unit.)
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1. Convert the Learning Center into 1 or 2 study
rooms.

2. Maximize availability and usage of  the building
for the community. Considerations include:
 Develop policies for vetted groups to use meeting space

outside of  normal operating hours

 Have volunteers oversee the space during hours when staff
aren’t working

 Explore smart building access options (e.g., RFID, code
keypads, etc.) beyond traditional keys to simplify and
better control and oversee access to the building

Additional Short-term
Recommendations
Meeting Spaces
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All rights reserved
Kimberly Bolan and Associates, LLC

www.rethinkinglibraries.org

1. Reduce number of  “fixed” PC stations, and
replace with Laptops for check-out and use inside
of  the library

2. Make power and charging points readily available
in all areas where people sit and use technology

3. Add/update technology and audiovisual systems
for study and meeting rooms

Additional Short-term
Recommendations
Technology & Digital Services
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Potential phasing approach to shorter term upgrades:

1. Develop an overall plan for all phases first

2. Make shelving and circulation desk changes first as they’ll have the highest 
impact on “creating” more usable space within the library

3. Add comfortable seating and flexible tables into the areas and niches created 
by this shift

4. Shift a portion of  the public PCs to laptops that are checked out for use in the 
library.  Move remaining fixed PCs to more appropriately sized and flexible 
furniture

5. Shift early literacy shelving to the taller browsable shelving on casters.

6. Convert Learning Center into a “reservable” study/small meeting room or 
potentially 2 small rooms if  possible.

Cost Estimates:

1. Total costs for the above changes could vary dramatically based on:

a) Level of  professional (interior designer, architect, consultant) involvement 
in the design and implementation of  the changes

b) Amount of  new furniture and shelving acquired as part of  the new layouts, 
and the price point and finishes of  those items

c) Use of  professional library movers versus being primarily staff  completed

2. Since no design has been completed 2 price levels are being provided along 
with what those levels would get the library

a) $150,000 : Minimal support from a professional designer or movers, some 
new lower price point furniture and shelving but most furniture would be re-
used, simple conversion of  the Learning Center to a single room.

b) $300,000 : Moderate professional support, most if  not all of  the bulky 
furniture replaced, a significant amount of  new shelving on casters, 
potential conversion of  the LC to 2 study rooms

Short Term Current Building 
Recommendation
Phasing & Budgetary Estimate

See Appendix J for some general ADA 
guidelines relevant to public libraries.27
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Recommendations for a
New or Expanded Library

1. Larger more flexible 
Meeting/Program Room

2. 1–2 Medium-sized 
meeting rooms for 
groups of  8–15

3. 4–6 Study Rooms 
for 2–4

4. Increased space for youth

5. Enclosed glass/windowed 
Teen-space
 Separate Social Area from 

Quiet study and Teen 
Collections

6. Increase overall 
reader/study/work 
seating and spaces

7. Create a “quiet 
reading/work area”

8. Drive-up drop-off  book 
drop

9. Create a flexible 
collaborative space
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1. Staff  members need appropriate work/office 
spaces with acoustic separation from the public 
areas.

2. Space should appropriately support the needs 
of  the staff  for program planning, efficient work 
and material flows, and off-desk time.

3. Storage should be significant to support high 
levels of  programming demand and should be 
easy for staff  to access with efficient storage 
and organization solutions.

4. Friends group needs sufficient workspace AND 
storage to support their work of  managing the 
book sales and raising funds for the library.

Recommendations
Staff  Space 

29



Kimberly Bolan and Associates, LLC
www.rethinkinglibraries.org

1. Given the political and economic climate of  the 
city, the success of  a potential capital project like 
this one would most likely be led by combining 
private and public funding.

2. Public funding will almost certainly require a ballot 
measure, which will need to be approached 
carefully given previous city experiences with 
somewhat related ballot measures.

3. Working with the EveryLibrary organization (a 
Chicago based National Library Lobbying and 
Election Advisory group) should be strongly 
considered to assist with developing the right 
strategy for working with the community’s 
electorate and providing supportive materials and 
infrastructure.

Potential Capital Project 
Funding for a New or 
Expanded Library
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APPENDIX A:

COMMUNITY DISCUSSION 
SUMMARY

Total Attendance
72
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Appendix A: 
Community Discussion Sessions
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Appendix A: 
Community Discussion Sessions
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Appendix A: 
Community Discussion Sessions
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Appendix A: 
Community Discussion Sessions
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APPENDIX B:

COMMUNITY SURVEY 
SUMMARY
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Total Responses

Fully Complete 
Responses

Respondents were from:
Liberty Lake 359
Spokane/Spokane Valley 19
Other or Didn’t Specify 101

Liberty Lake Municipal Library 2019 
Strategic Planning Community Input

479

395
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Q1: In the past year, how often 
have you visited your library?
 Answered: 479    Skipped: 0

Q3: Do you have a Liberty Lake Municipal Library card?

Answered: 479    Skipped: 0
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Q2: If  you are not a regular library visitor, 
please tell us why not.

 Answered: 247    Skipped: 232
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Q4: For each of  the following 
statements describing the Liberty Lake 
Library, please indicate how strongly 
you agree or disagree
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Open Ended Question – Word Clouds
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Q8: What is the library’s role in the 
community? Do you think the library should 
be involved in the following areas?”
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Open Ended Question – Word Clouds
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Q10: Please rate the following library services.
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Q12: Do you currently attend adult programs 
at Liberty Lake Municipal Library?
 Answered: 406    Skipped: 73

Q14: What types of adult programs would you like to see at the 
library? Please check your top five (5).

Answered: 71    Skipped: 408

Q13: Do times for adult programs meet your needs?
Answered: 71    Skipped: 408
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Q15: Do you and/or your children attend 
children's programs at Liberty Lake Municipal 
Library?
Answered: 404    Skipped: 75

Answered: 152    Skipped: 327

Q16: Do children's program times meet your needs?
Answered: 152    Skipped: 327

Q17: What types of children's (ages 0 -12) programs would you 
like to see at the library? Please check your top five (5).
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Q18: Do you and/or your teenagers attend teen 
programs at Liberty Lake Municipal Library?
Answered: 398    Skipped: 81

Q20: What types of teen (ages 11 - 18) program would you like to 
see at the library (select your top 5 choices).
Answered: 23    Skipped: 456

Q19: Do teen program times meet your needs?
Answered: 23    Skipped: 456
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Q22: What is your age?
Answered: 392    Skipped: 87

Q21: Please mark your preferred methods of 
finding out about library news and events? 
Check all that apply.
 Answered: 393    Skipped: 86
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Open Ended Question – Word Clouds
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APPENDIX C:

SPACE NEEDS ASSESSMENT
Worksheet
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COLLECTION ANALYSIS

55



Kimberly Bolan and Associates, LLC
www.rethinkinglibraries.org

Powered by 56



Kimberly Bolan and Associates, LLC
www.rethinkinglibraries.org

Powered by

APPENDIX E:

FACILITY ANALYSIS
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