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Executive Summary

Introduction
This report is a summary of the data collection and outreach effort conducted on behalf of Washington County
Cooperative Library System (WCCLS) to gather insights in preparation for the creation of WCCLS’s strategic plan. The
purpose of this outreach was to assess stakeholder and WCCLS staff perception on the current state of WCCLS and
help determine the priorities these groups would like to see emphasized over the next three years. This report was
developed by asking stakeholders and WCCLS staff questions around the following topics and categories:
•
•
•
•

Organizational Reputation and Effectiveness
Service Effectiveness and Importance
Future Service Improvement Priorities
Strategic Challenges and Priorities

•
•
•
•
•

Employee Engagement
Change Readiness
Organizational Culture & Effectiveness
Committee Culture & Effectiveness
Executive Board Culture & Effectiveness

This report will be used as guidance in WCCLS’ three-year strategic planning process and highlights key themes
identified across data collection and outreach efforts. Each theme is supported by survey data and relevant quotations.
Strategic Themes
• Stakeholders are generally satisfied with the
services and support WCCLS provides to the county
library cooperative
• WCCLS’ role needs to be clarified with internal and
external stakeholders
• Library funding is stable today but there are
concerns about the future

•
•

WCCLS’ attention and responsiveness to county
demographics will be increasingly critical moving
forward
Maintaining relevance and deepening awareness
of county-wide cooperative is essential to long
term sustainability

Approach and Methodology
These themes were developed using several methods. Quantitative questions were analyzed using category means,
percentage rates and frequencies. Qualitative, open-ended questions were analyzed by assigning themes influenced
by response content and Coraggio’s interpretation of those responses. Themes included in this report were identified
by the frequency they were mentioned and by the number of groups and individuals that mentioned them.
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Over the course of this outreach information was gathered through:
•

25 one-on-one interviews that included the County Administrator, County Commissioners, Library Directors,
City Managers, and other key community leaders

•

An online survey sent to direct stakeholders with 338 respondents across the following groups:
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64%

11%

Executive Board
Member

Member Library
Board Member

Member Library
Management

Member Library
Staff Member

WCCLS Staff
Member

Respondents included stakeholders ranging from 13 different libraries in the system:

14

8

Aloha Community
Library

4

19

Cornelius Public
Library

Sherwood Public
Library

Tigard Public
Library

Cedar Mill
Library

72

Garden Home
Community Library

16

45

Beaverton City
Library

6

Forest Grove City
Library

13

28

Banks Public
Library

7

Hillsboro Public
Library

8

Tualatin Public
Library

North Plains
Public Library

5

West Slope
Community Library
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1

Stakeholders are generally satisfied with the services
and support WCCLS provides to the cooperative

•

While there are opportunities to improve in some areas, stakeholders of all types overwhelmingly expressed that
WCCLS is a critical part of providing library service in Washington County and does a good job of serving member
libraries and patrons (Figure 1.1).

•

The three most common words used to describe WCCLS are Helpful, Friendly and Supportive (Figure 1.2).

•

The two biggest opportunities for improvement identified by stakeholders are in clarifying roles between WCCLS
and member libraries as well as equitably distributing funds across libraries (Figure 1.3).

•

Stakeholders expressed that some services that WCCLS provides are relatively less important than others and should
not be a priority in the future (Figure 1.6b).

Implications
•

As WCCLS looks to the future it needs to continue to focus on maintaining the quality of its core services. There may
be opportunities to discontinue less impactful services to create capacity to focus on those that add the most value
to libraries and their patrons.

•

WCCLS should address the perception that funds are not equitably distributed by either rethinking the model for
distributing funds or providing more clarity into the process to determine allocations.

“Tying us together – they do a super
job. Suggesting policies, training,
support services. Figuring out what
pieces should be done centrally then
running those things in a way that
we couldn’t do it alone. They are
super effective at doing that, from a
member library perspective.”
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“They provide high quality services in a coordinated
manner.”
“The biggest issue they have to deal with is the
equitable funding formula. That’s the 600 pound
gorilla. How does that funding formula work?”
“I think that they get the diversity of libraries.
They hire people that are all about libraries [and]
are really good at what they do.”
“I love seeing WCCLS evolve and innovate and
become more socially justice oriented around
things like job security and homelessness.”

Figure 1.1 (n=328)
The libraries of Washington County work together in a spirit of cooperation that extends beyond local boundaries in
order to provide excellent countywide library services to all residents. How effectively does WCCLS support libraries in
achieving this mission?
1

2

3

4

5

Total

4.0

WCCLS staff

4.0

Member Library Staff

4.0

Member Library Management

3.9

Member Library Board Member

4.6

Executive Board Member

4.3
0%

Extremely Effective

25%
Effective

50%
Percent of Responses
Neutral

Somewhat Effectiv e

75%
Not at all Effectiv e

100%
Average Score

Figure 1.2 (n=321)
Words used to describe WCCLS
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2

WCCLS’ role needs to be clarified with internal and
external stakeholders

•

There is some disagreement about the role of WCCLS within the cooperative and there may be opportunity to
further clarify roles (Figure 1.3). Some stakeholders believe that WCCLS should take a more supporting role while
others feel that WCCLS should step up and be more of a leader.

•

Stakeholders agree that there are core services that are best performed centrally by WCCLS, but there is not clear
alignment on the degree to which local libraries should have discretion to customize or opt out of programs and
services. WCCLS does a good job of balancing these two perspectives but stakeholders believe that further clarity
would be beneficial.

•

The majority of stakeholders interviewed believe that WCCLS is uniquely capable of identifying areas of the county
where library service is needed and should coordinate with communities to ensure equitable access to libraries.

•

Stakeholders also believe that there is an opportunity for WCCLS to improve its training services (Figure 1.4) to
provide a higher quality and more consistent patron experience.

Implications
•

WCCLS should more clearly define its role within the county, particularly in areas where it will be lead and provide
centralized services and where local libraries have autonomy.

•

There is opportunity to better coordinate and share best practices across the cooperative to provide more a more
consistent library experience for patrons. WCCLS should consider how it can support sharing best practices and
provide training to local libraries.

•

WCCLS uniquely positioned to holistically address equitable library access in the county and should provide
leadership and coordination in identifying geographic service gaps (Figure 1.4).

“We should re-examine centralized services. Look
at what services are best done centrally versus at
member libraries. It may be difficult to accomplish
but worth looking at.”

“There is always a tension between
local libraries and WCCLS. We’re
always having discussions about
should WCCLS be doing that or
should the local libraries.”

“Every library is autonomous and it’s hard to
track what they do. Each library targets its own
communities but if no one is tracking what they
do it’s hard to replicate in other areas because no
one is sharing the best practice or tracking them.”
“Sometimes I question why they are a direct service
provider but don’t know what would happen if
they didn’t [do this]. I think they do such a good
job at funding and tying us together.”
“Where should we be providing service where
we’re not today? That is where WCCLS should play
a leadership role.”
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Figure 1.3 (n=331)
Overall Effectiveness of WCCLS
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WCCLS is viewed as a trusted partner

4.3

WCCLS is effective at providing infrastructure

4.3

WCCLS acts as thoughtful stewards of resources

4.1

WCCLS’ commitment to diversity, equity and inclusion is apparent

3.9

WCCLS listens to member library and is responsive

3.9

WCCLS is equitable in how it provides programs and services

3.9

Roles and responsibilities between WCCLS and its member libraries
are clear

3.8

WCCLS is equitable in how it distributes funds

3.7

Figure 1.4 (n=285)
Importance of potential future service adjustments based on community need
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3

Library funding is stable today but there are concerns
about the future

•

Libraries in Washington County have historically been very well supported by taxpayers and governments. However,
funding is the number one concern of all stakeholders (Figure 1.5).

•

There is a sense among stakeholders that if WCCLS and member libraries do not do a good job of highlighting the
value that they provide, future funding could be at risk (Figure 1.7).

•

There is also concern that funding will not keep pace with demand as the county grows and expectations of
residents continue to increase.

Implications
•

Highlighting the role of libraries in Washington County and demonstrating the value of the services WCCLS provides
to residents will be critical to successfully renewing the funding levy. WCCLS has the opportunity to lead and
coordinate this effort to maximize the chances of success.

•

WCCLS will need to look for efficiencies throughout the library network in order to ensure that they are utilizing
available funding as effectively as possible.

“They will be challenged to keep up with static
revenue and increasing expectations.”

“It would be wise to do more
advocacy and empower staff and
volunteers to do this work. There
will come a time to fight for the
money, but it can be set up to not
be that big of a fight.”
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“We are very well funded and very stable over
a long period of time. The voters have almost
always approved the levies.”
“My fear is that as budgets get tighter and we
have competing needs the libraries will always get
the short end of the stick.”
“We have experienced in Oregon a couple of times
in my time here when taxpayers hit the wall with
what they’re paying, and they revolt. I don’t know
if that will happen again. We don’t know what the
breaking point will be.”

Figure 1.5 (n=236)
The ten biggest challenges or threats WCCLS will confront over the next five years
Theme
Funding

Library Demand

Frequency
124

65

Representative Comment
“The political climate and possible erosion of funding.”
“Higher demand for services with less available funding.”
“Maintain/develop services that are unique and meaningful to
communities so that they continue to see the library as relevant and
necessary.”
“Decreasing library use across the country.”

Shifting Demographics

60

“Libraries will continue to become safe spaces for vulnerable people,
and we need to think of innovated ways to serve them and to support
staff that serve them.”
“New communities and cultures and languages we are not prepared to
support.”

Changing Technology

59

“Keeping up with technological change, especially library patrons’
usage patterns and expectations.”
“Keeping up with technology. Not getting outdated.”

E-Content Demand

33

“As circulation of physical items decline, we must race to stay relevant
with our digital collections.”
“E-content demand outstripping supply, devouring budgets for
everything including infrastructure.”
“Engaging public - get them inside the building or meet them were they
live and work in the community.”

Community Awareness

31

“How to concretely demonstrate to voters that libraries are being used
more than ever before despite the inevitability of lower circulation
numbers, particularly in physical items.”
“Limited WCCLS staffing to meet needs of libraries.”

Limited Staff

Library Cooperation

15

15

“Libraries are hiring less professionals and experts, instead hiring
“assistants” that need tremendous amount of training to perform
consistently.”
“Unwillingness or hesitancy of member libraries to give up individual
funding in order to enable central services to provide support more
broadly and efficiently.”
“Keeping a spirit of cooperation and equity among members having
different priorities.”

Underserved Outreach

12

Balancing Print vs Digital

12

“Reaching underserved populations (low income/homeless/refugee).”
“Connecting to increasingly diverse population in areas of the county.”
“Balancing the demand for e-materials with the demand for print so that
the needs of all age groups are met.”
“Preserving the viability of print in a digital world.”
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WCCLS’ attention and responsiveness to county
demographics will be increasingly critical moving forward

•

Stakeholders believe that WCCLS has done a good job prioritizing and leading efforts to improve diversity, equity,
and inclusion (DEI), but they believe that further efforts are needed to meet the needs of residents (Figure 1.3).

•

Providing materials and services in non-English languages to better serve immigrant communities is a high priority
for stakeholders (Figure 1.6).

•

Serving and providing access to all underserved communities, including the houseless population, is the number one
priority of survey respondents (Figure 1.7).

Implications
•

WCCLS should continue to make DEI a priority and identify ways to further support staff and libraries in providing
equitable services for all. Developing an Equity Lens to facilitate decision making and prioritization should be a part
of these efforts.

•

Hiring WCCLS and library staff that reflect the diversity of the community they serve, including those with nonEnglish language skills should be a priority.

“We have cultural diversity and heightened
awareness of income disparity (e.g. housing crisis).
Libraries can bridge all of that. WCCLS has multicultural materials and programs. I applaud them
for continuing to evolve with the community.”

“[WCCLS should] lead the discussion
about the changing demographics
of the county. Not just meeting
people’s needs but reflecting who
we serve… truly reflect who we
serve, and have it be reflected at all
levels of WCCLS.”

“We have significant shifts in demographics.
People of color. Underserved. And people who are
affluent. We need to be aware of the community
we serve and how we can serve the community
as a whole.”
“Communities of colors see the library as a safe
place but there is a lack of diversity in the library
workforce. WCCLS should partner with community
partners to make libraries employers of choice for
more diverse populations.”
“We are seeing more interest and engagement
in issues of DEI. They have been more of a leader
than a follower. They tend to be on the front lines
of some of these challenges they are going to be
on the forefront on this issues that is getting more
attentions. The bar is raising on the expectations
of the community.”
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Figure 1.6a (n=317)
Current WCCLS Service Quality
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2
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Interlibrary loans from outside the county
Courier (centralized materials sorting and delivery)
Digital collections and other online resources
Homebound books by mail program
Management of and support for the integrated library system
Email and telephone Help Desk support
Support for and coordination of county summer reading program
Support for and coordination of library services to youth
Early literacy support
Service for internet access and time & print management
wccls.org, including online catalog and event calendar
Supporting new facilities or service initiatives of member libraries
Centralized coordination of cataloging activities
Digital promotion
Art of the Story annual festival
Print promotional materials
Support for and coordination of library services to adults
Outreach and serving immigrant and refugee communities

Figure 1.6b (n=286)
WCCLS Current Services by Importance and Priority for the Future
1

5

Digital collections and other online resources
Outreach and serving immigrant and refugee communities
Early literacy support
Support for and coordination of library services to adults
Digital promotion
Support for and coordination of county summer reading program
Supporting new facilities or service initiatives of member libraries
Homebound books by mail program
Support for and coordination of library services to youth
Management of and support for the integrated library system
wccls.org, including online catalog and event calendar
Interlibrary loans from outside the county
Service for internet access and time & print management
Courier (centralized materials sorting and delivery)
Email and telephone Help Desk support
Centralized coordination of cataloging activities
Print promotional materials
Art of the Story annual festival
Current Importance

Priority for the Future
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Maintaining relevance and deepening awareness of
county-wide cooperative is essential to long term sustainability

•

Changing to meet patrons’ expectations, especially utilizing and leveraging technology, is seen as essential to
stakeholders (Figures 1.5 & 1.7).

•

WCCLS has taken many positive steps to provide access to digital content, but expectations related to technology
are going to continue to increase. Increasing the effectiveness of technology services and support will be essential
to maintaining relevance (Figure 1.6).

•

As the demand for digital services increase the library as a physical space will need to shift to remain relevant to
residents.

•

Many stakeholders believe that increasing programming and community events at the libraries is going to be
necessary.

•

Clearly communicating and increasing awareness about library services to all county residence is going to be
critical for the future. Stakeholders believe digital channels will be increasingly important tools for communicating
these messages.

Implications
•

WCCLS needs to continue to prioritize access to digital resources and technology. The demand for these services
will likely increase and WCCLS needs to stay ahead of the curve to remain relevant.

•

Rethinking the role of the library spaces as a gathering place rather than a warehouse for books will likely be
required.

•

Developing digital marketing campaigns that reach all communities in Washington County to promote the evolving
services provided by the library should continue to be a focus for WCCLS.

“Many people take for a given that we provide
public libraries through the continuum of life.
I don’t know how much time and energy we’re
spending to make sure that our community
members appreciate the range of services our
libraries provide so that we don’t lose that
awareness.”

“Separating the library as a pick-up
location and the library as a place to
have an experience. Those are going
to continue to diverge.”

“Paper books are becoming not as useful anymore.
There is a lot more need for electronic media,
there is need to create community around that
electronic media. Libraries could be that space.”
“[Success is] people of different backgrounds are
aware of what is available and what we have is
pertinent and useful to the patrons.”
“Keeping up with technological change, especially
library patrons’ usage patterns and expectations
[is a priority].”

16
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Top priorities or actions that should be the focus of WCCLS over the next five years
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Organizational
Assessment
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1

Employee Engagement

11 of 30 WCCLS staff respondents chose not to identify what work group they were a part of.

Insights
•

Overall WCCLS staff engagement is high with an average engagement score of 3.9.

•

The area where WCCLS scored the lowest is “I have a best friend at work.” This is typically the lowest scoring
dimension of the Q12 across all organizations (Figure 2.1).

•

Staff who chose not to identify their workgroup and Staff within Automation are the least engaged overall with
average score of 3.7 each. The remaining work groups averaged 4.3 collectively.

•

Supervisors generally scored higher than the rest of staff, with the exception for on “I have the opportunity to do
what I do best everyday” where they scored 3.0. Automation staff also scored lower on this dimension at 3.3.

Gallup Q12 Hierarchy

Growth

12. This last year, I have had opportunities at work to learn and grow.
11. In the last six months, someone at work has talked to me about my progress.
10. I have a best friend at work.

Teamwork

Management
Support

Basic Needs

20

9.

My associates or fellow employees are committed to doing quality work.

8.

The mission and purpose of my organization makes me feel my job is important.

7.

At work, my opinions seem to count.

6.

There is someone at work who encourages my development.

5.

My supervisor, or someone at work, seems to care about me as a person.

4.

In the last seven days, I have received recognition or praise for doing good work.

3.

At work, I have the opportunity to do what I do best every day.

2.

I have the materials and equipment I need to do my work right.

1.

I know what is expected of me at work.
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Figure 2.1 (n=29)
Gallup Q12 Employee Engagement
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Figure 2.2 (n=29)
Additional Employee Engagement
1
We are effective at making decisions and resolving conflict when
needed

2

3

4
3.4

We are effective at responding to the needs of our member libraries

4.0

Organizational communications are timely, thorough and transparent

3.3

Organizational meetings are efficient and effective

3.3

We collaborate effectively across work group lines

3.3

We are effective at adapting to change
Creativity and innovation are encouraged and supported
Overall, I am satisfied as an employee of Washington County
Cooperative Library Services

5

3.5
3.3
4.1
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2

Change Readiness

Insights
•

Overall, WCCLS staff scores themselves as change ready with an average overall score of 3.2, with change resistant
being 3.0 and below.

•

Most work groups reported lower scores for the amount of change they are experiencing now, suggesting that staff
may be feeling overwhelmed by the volume of current change.

•

Some groups believe that WCCLS has a culture that is generally not responsive to change.

“Change is a constant at WCCLS,
and we’ve had varying degrees
of success with planned and
unplanned changes. The most
successful changes have been
when large-scale buy-in across the
cooperative has been sought out.”

22
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“Systematic change, although for the most part
welcome, is a new thing at WCCLS. Staff supports
are needed to effectively manage these uncharted
waters.”
“Some workgroups I believe are open to change
while other workgroups are less responsive.”
“[Recent changes] have been much more thoughtful
and positive than changes in the past. I would like
to see a lot more positive change at WCCLS!”
“It seems like in the past 3-5 years we haven’t had
the staff time to initiate our own innovations or
changes, we’ve had so much to do for the libraries.”

Figure 2.3 (n=28)
Organizational Change Readiness
1

2

3

4

How would you describe your experience with past changes within
your organization?

3.5

How would you describe the results of past changes at work?

3.5

How would you characterize the availability of support to make past
changes changes?

How would you describe your experience with current changes within
your organization?

Does your organization have a culture of responsiveness to change?

5

3.3

2.5

3.2
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3

Organizational Culture & Effectiveness

Insights
•

Staff generally appreciate each other, feel supported by their team, and trust each other.

•

Staff feel that WCCLS is understaffed which increases the workload for others.

•

Some confusion exists around WCCLS’ structure as well as staff’s roles and how workgroups work together.

“Our structure has basically not changed in decades
and is therefore antiquated and inefficient.”

“Staffing and workgroups require
restructuring to better align with
the way member libraries are
structured and the services they
need from WCCLS.”

“The work, goals, and priorities of some work
groups are completely unclear.”
“I love working in teams and I love the people I
work closely with.”

Figure 2.4 (n=28)
Workgroup Culture & Effectiveness Rating
1

2

3

4

5

My work group has the appropriate layers of management to ensure
quality and timely work

4.1

The amount of people reporting to individual managers is manageable
and effective

4.1

Workloads in our work group are manageable

3.8

Workload in our work group are distributed appropriately
My work group is adequately staffed to meet the organization's
expectations

3.7
3.4

Processes within our work group are clear and easily understood

3.9

The structure of my work group enables me to work effectively and
efficiently

3.8

Processes within our work group are effective and support me in my
work

3.8

It’s clear to me who provides direction about my work
Communication flows effectively in my work group
24
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4.3
3.9

Figure 2.5 (n=28)
Workgroup Culture & Effectiveness Rating by Workgroup
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4.0
4
3.4

3.3
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1

Administration

Automation

Collections and Adult
Services

Courier

Outreach and Youth
Services

I prefer not to answer

Average Score

Figure 2.6 (n=23)
Best Part of Your Job and Workgroup
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Figure 2.7 (n=28)
WCCLS Culture & Effectiveness Rating
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4

Committee Culture & Effectiveness

Insights
•

Committees were overall rated lower than the rest of WCCLS with an average rating of 3.2. Committee roles clarity
and committee structure rated the lowest at 2.9 and 3.1 respectively.

•

On average committee members considered their committee to be more effective than committees in general.
»» ‘My committee is effective at making decisions’ was rated 3.9 compared to ‘committees are effective at making
decisions’ was rated at 3.4.
»» ‘Structure of my committee enables us to work effectively’ was rated 4.0 vs ‘WCCLS committees are structured
effectively’ which was rated at 3.1.

•

Committee members who had have been in a committee for less than one year rated their experience with
committees much lower than those that have been there longer.

“When I first began attending a regular committee
meeting, I worked hard to find the bylaws by which
we were held to. I could find nothing transparent
on the Extranet. I felt as if I was playing by a set
of rules that I wasn’t allowed access to but were
expected to know if you wanted your voice heard.
The lack of structure, mission and goals makes
committee work unfair and a waste of time.”

“The committee structure
could use an evaluation. Are all
committees necessary? Are their
goals and roles clear?”

”There is unclarity about how they are structured
(roles and term limits, whether, how it’s decided
when a library should have a rep or not).”
“I think there’s room for improvement! Decisionmaking and policy-drafting committees could be
smaller to achieve efficiencies. Clarity of roles and
authority would go a long way to help achieve this.”
“Sometimes the committee members are not
clear about their role or ‘charge’ with respect to
some decisions around projects, or policies and
procedures; nor is there guidance if the committee
is unable to reach consensus where consistency
is needed.”
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Figure 2.8 (n=94)
WCCLS Committee Culture and Effectiveness Rating by Tenure
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Figure 2.9 (n=94)
Role within WCCLS Committee Rating by Tenure
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5

Executive Board Culture & Effectiveness

Insights
•

4 out of 13 Executive Board members took the survey, and 5 participated in one-on-one interviews. Those that took
the survey believed the board was engaged, runs meetings well and understands its role and WCCLS’ mission with an
average rating of 4.1.

•

The Executive Board generally agreed that they are effectively following the responsibilities as listed in the by-laws,
with the lowest score of 3.5 to reviewing and recommending allocation amounts and funding distribution formulas.

“In response to effectively reviews and recommends allocation amount: “I think
this is an important function of the Executive that we are not very effective
at working through. The last time allocation amounts were recommended,
Washington County came up with a proposal that was opaque and not fair to
all, and the Executive Board got into its usual debate about “big and small” whether some libraries should get more funding by virtue of their size. We need
a better way to have these conversations, so they are fairer to all communities.”
Figure 2.10 (n=4)
WCCLS Executive Board Effectiveness and Responsibilities Rating
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5

Understands WCCLS’ mission and core services

4.0

Understands its roles, responsibilities and expectations

4.0

Members regularly attend and fully engage in meetings

4.3

Meetings are well run and focus on important matters

4.3
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