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Welcome and 
Introductions

Please share: 
• Name
• Pronouns 
• Your SPL related 

role/connection
• One word that describes 

your future hopes for SPL
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Strategic Clarity Retreat Agenda 
11:00-11:30
Welcome, project overview, centering equity and inclusion 

11:30-12:00
Situation Assessment Review 

12:00-1:00
Defining Vision and Mission and Visioning Activity 

1:00-1:30
Lunch

1:30-1:50
Mission Input

1:50-2:40

2:40-3:00

Strategic Guidance Activity 

Public Comment Opportunity, Closing 
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Overview of Strategic Planning Approach and Process 
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Strategic Planning Framework





SAMPLE Strategic Plan

Imperatives Objectives Initiatives



Initiative

Gather and Utilize Stay and Exit Interview Data  

Objective

Increase Overall Employee Engagement Score to 4.5/5

Imperative

Organizational Health and Culture 

Theme

Theme 6: SPL has a passionate team that needs to strengthen its internal culture.

Using the Situation Assessment Report to Inform Strategic Planning

8



9

Strategic Planning Governance

Strategic Planning 
Committee

Library Leadership 
Team

Library Advisory Board
Administrative Rule 

Presented to 
City Council

Committee develops a final 
strategic plan with stakeholder 

input along the way and through 
consensus decision-making

Leadership Team reviews along 
the way and approves the final 

plan
LAB supports and recommends 

the final plan

Plan is adopted and presented 
to City Council



Stakeholder Communication and Engagement Approach 

• Leveraging the expertise and perspectives of the Steering 
Committee team throughout the process 

• Public Meetings and Website postings 

• Utilize a Staff Organizational Health Cohort to Develop 
Internally Focused Plan Elements 

• Regular updates and with Stakeholders (LAB, Foundation, 
Staff, Friends,etc.) 

• Potentially: additional stakeholder engagement at plan 
launch or during implementation 
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Steering Committee Team Agreements and Equity Lens 



DRAFT Steering Committee Community  Agreements  

• Step up & step back: Speak up but also create space for others.

• Seek to understand: Be active and reflective listeners, consider 
different viewpoints, and seek to understand the “why” behind 
things. 

• Be present and prepared: Lives are busy. Show up consistently, 
be prepared and engage fully.

• Engage in respectful dialogue: Normalize healthy debate, 
assume good intent and/or check assumptions or seek clarity 
when needed. 

• One voice, one mic: Make sure we listen fully to someone else 
before speaking ourselves. 



City of Salem (Draft) Equity Lens Questions

1. Does the initiative or policy align with the City’s mission/vision/strategic plan?
2. What data has been used to inform this initiative or policy?
3. Who are the groups supporting this initiative or policy?
4. Who are the groups that are not represented?
5. How does this initiative or policy impact all groups (positively and negatively)?
6. How many members of the community have involved in the decision-making process?
7. What are the barriers to create more equitable outcomes for inclusion (i.e., socio-economic status,     

language, gender identity, community expectations, etc.)?
8. How does this initiative or policy build, support, and empower BIPOC, LGBTQIA+, and other 
underserved communities?
9. What would it take to sustain this initiative or policy?
10. What are the measurable goals and objectives?
11. What data will be used to monitor success (i.e., in 3 months, 6 months, 9 months, etc.)?
12. What are the biases and unintended consequences of this initiative or policy?
13. Are there any other possibilities and options yet to be explored?
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Situation Assessment Report Review and Debrief



Situation Assessment
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Stakeholder Engagement 

Stakeholders were asked about: 

1522 Survey 
Respondents 

35 Focus 
Group 

Participants 

11 
Individual 
Interviews 
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Community Profile 
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Benchmarking
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Budget and General Statistics Comparisons
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Staffing Comparisons
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Program Statistics Pre-Pandemic 
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Theme 1: Stakeholders want SPL to center equity, diversity, and 
inclusion in all that they do.

“If we focus on improving service for undeserved groups, it will benefit everyone. 
DEI needs to be our guiding light.”
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Theme 2: The Salem community is happy with SPL and would like the 
library to maximize its impact and reach as many people as possible.

“They’ve done a great job to adapt to new things that come along. They need to continue doing that and 
be as dynamic as the world is.”
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Theme 3: SPL cannot bring its full value to the community due to 
resource constraints.

“Building the political will and financial resources to support the library is what this strategic plan should 
be all about. We have to speak to how we are changing the collective lives of the community.” 
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Theme 4: The community wants SPL to increase accessibility.   

“We have one central branch and for a city as spread out as we are, we should have 5. It requires most 
people to drive to it and is difficult to access. It is out of reach for a lot of people who might want or need 
it most. It’s a great resource that’s the most accessible to the people who need it the least.”
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Theme 5: There is an opportunity for SPL to engage more with the local 
community.

“You have to invite people in from the community to learn their needs, you can’t just assume what their 
needs are. Learn, listen, and that is what it takes to come up with the right programs for the community.”
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Theme 6: SPL has a passionate team that needs to strengthen its internal 
culture.

“There is work to be done in terms of helping staff members feel appreciated especially in 
terms of their background.”
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Theme 7: Strengthening and standardizing systems, processes, policies, 
and procedures would improve employees’ experience and SPL’s services.

“We all feel confident in how we do our job, but when we compare 
notes, it’s not standardized.”
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Vision and Mission Defined



30

Vision and Mission Defined

Vision: What is the ideal future state we are 
trying to create? 
• The “why” for your organization 
• Describes an ideal end state: “a future in 

which…”
• Generous and aspirational

Mission: What is our purpose? What are 
we here to make happen?
• The “what” for your organization
• Action-oriented
• Solves your part of the challenge set by the 

Vision
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Vision & Mission Examples: Nonprofit 

VISION MISSION

Everyone shall have ready 
access to an ample, nutritious, 
and affordable food supply.

To eliminate hunger and its root causes… 
because no one should be hungry.

Every woman has the care 
and knowledge she needs to 
lead a full and healthy life.

We deliver excellence in women's 
healthcare by prioritizing relationships, 
value, relevance, independence, and 
organizational sustainability.

All people thrive in nurturing 
and inclusive communities. 

Albertina Kerr empowers people with 
intellectual and developmental disabilities, 
mental health challenges and other social 
barriers to lead self-determined lives and 
reach their full potential. 
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VISION MISSION

We believe passionately in the power of ideas to 
change attitudes, lives and, ultimately, the world. To spread ideas.

To create economic opportunity for every member 
of the global workforce.

To connect the world’s 
professionals to make them more 
productive and successful.

A world in which all people’s basic needs—such 
as shelter, clean water, sanitation, food and 
reliable power—are fulfilled in an environmentally 
sustainable way and a company that improves 
the quality of the environment and the 
communities where we live and work.

To enable economic growth 
through infrastructure and energy 
development, and to provide 
solutions that support 
communities and protect the 
planet.

Vision & Mission Examples: Corporate
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N = 
1522

Appendix 2.5 – Current Reputation
What three words do you believe best describe Salem Public Library’s current reputation?

Helpful
Closed

Accessible
Friendly
Limited

Welcoming

Community
Inaccessible

Reliable

service
Open

Excellent

good
available

Unavailable

Inclusive

access
books

Comfortable

SafeDiverse

Poor

Innovative

Knowledgeable

Fun

Outdated

resource

Valuable

Responsive
Great

Slow

Dependable

Adaptable

Difficult

Current

Old

unknown

Underfunded

Informative

Useful

Kind

Lacking

Resourceful

Quiet

Caring
selection
Variety

Important

Positive

Frustrating

Dedicated

adequate

parking

library
cautious

free

Cleanstaff

Solid

Competent

confusing

Large

Engaging

Valued

Organized

Flexible Creative

convenient

disorganized

ExcellencetechnologyAdaptive

New

accessable

popular

integrity

Professional

Essential

Knowledge

Fair

Expensive
Trustworthy

Cold

Necessary

public

diversity
Cooperative

Inconvenient
Underutilized

respected

Traditional

Trusted

Busy

Understaffed

Easy

appreciated
Unreliable

Unfriendly

Vital

Small
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N = 
1522

Appendix 2.6 – Ideal Reputation
What three words would you like to use to describe Salem Public Library’s 
reputation in the future?

Accessible
Open

InnovativeWelcoming
Helpful

Diverse

Inclusive
Available

Community
Safe

FriendlyService

Responsive

Excellent

Relevant

Engaging

Current

Fun

free

Modern

Great
Reliable Inviting

books

Trustworthy

Adaptable

Flexible

Convenient

vibrant

Creative

Comfortable

Dynamic

Clean

resource

Useful

information

Comprehensive

Equitable

Essential

Caring

Valuable

Easy

Progressive

Informative
expansive

Dependable

Active

Engaged

knowledgeable

library

Exciting
Valued

Connected

Efficient Important

Approachable

parking

leader

Integrity

Quiet

Warm

minded

Vital

Dedicated

Knowledge

Excellence well-stocked

Resources

Interesting

ProfessionalInspiring

Resourceful
respected

Fully

Robust

cutting

edge
learning

Adaptive

people

Neutral

Proactive

hub

supportive

necessary

staff

competent

bold

Salem

children
date

Trusted

Bountiful

accepting

forward-thinking

Extensive

expanding

Transparent

Loved

informed
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Visioning
Small Group Exercises



Time For A Little Fun and Creativity!

Teams 1 & 3
As a group, draw a picture of 
something that will have changed or 
improved as a result of the 
successful execution of SPL’s 
strategic plan. Be prepared to share 
with the large group.

Teams 2 & 4
Its 2032 and the media would like 
to do a story on SPL and its 
success as a library. 
As a group, select a masthead 
that most resonates with you. 
Write the headline for you story. 
Write the lead paragraph (2-3 
sentences) that describes future 
success of SPL. Be prepared to 
share with the large group.



Vision Brainstorming
What is the ideal future state we are trying to create? - Aspirational & bold. 
A future in which….
• Hub of forest

• Staff, community

• Pollinate

• Share information

• Communication
• Connectedness

• Always changing/adapting

• Network

• Full of resources

• Accessible services
• Access

• Understanding

• All community members

• Diversity

• Life and different kinds of life
• Inclusive and healthy as a community

• Interconnectedness
• Cross pollination

• NPR Article
• Making connections

• Reach out to library
• Access to resources (ex WiFi)
• Strong

• Professional
• Physical hubs

• National recognition
• Local story highlighted at the national level
• Decentralize services

• We (library) for to them; meet people where there 
all in many different ways

• Everyone increases ed attainment or career goals
• Library model – beyond just a building
• Partnership – community collaboration

• “Burst out information”
• Relationships are critical 

• Map of Salem
• Library branches
• Mobile units

• Out in community, schools, parks
• Increased in #s and diversity

• Outward facing
• Multiple ways to reach people
• More integrated and networked community

• Hubs for various services (ex. emergency 
situations)

• Multigenerational (kids, teens, adults)
• Learning opportunities
• Adequate Resources
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Vision Brainstorming
What is the ideal future state we are trying to create? - Aspirational & bold. 
• Multi-language

• Welcomes local author

• Library district

• New financial structure
• Sustainable resources

• SPL branch in NE Salem

• Literacy

• Joy is discovery through books

• Increased accessibility
• Talk to library staff in their language

• Mobility

• Regular and spontaneous

• Innovative

• Accessibility to disadvantaged communities

Common threads:
• Different communities are more connected (know 

one another; relationships)

• Navigation – SPL can help with
• Partnerships with other organizations

• Interconnectedness
• Healthy and more vibrant Salem
• Out into the community – we go to them

• Community impact – community outreach
• Respect

40



41

Lunch Break



Mission Input



What is our purpose as an organization? 
• Action-oriented
• What are the most important things SPL 

does? 
• Solves your part of the challenge set by 

the Vision

Mission Defined

43

Keep in mind: 

1. Your mission should 
focus your 
organization on the 
work that it does. 

2. Your mission is the 
“bridge” that gets you 
from today’s current 
state to tomorrow’s 
desired reality. 



Mission

We deliver exceptional experiences—every hotel, every guest, every time. – Hilton

To serve individuals and families in the poorest communities in the world – CARE

Lift the spirits of America’s troops and their families – USO

To create lasting solutions to poverty, hunger, and social injustice – Oxfam 

To connect people through lending to alleviate poverty – Kiva 

action(s) / service(s) targeted beneficiaries problem(s) to solve
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4.11 4.06

3.78

1

2

3

4

5

The current mission of Salem Public Library is relevant to
the future work that the library should be doing.

The current mission of Salem Public Library is clear and
easy to understand

The current mission/purpose of Salem Public Library is
critical to me

St
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ly 
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e
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ly 
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N = 1506
Figure 13 – Mission
Please rate your agreement with the following statements:



N = 1522
Appendix 2.2 – Additional Words to include in the Mission
Are there any other words you would like to suggest including in the future mission of 
Salem Public Library?

Inclusive
Accessible

Equity
Diverse

Books

Open

Community
Technology

Welcoming
Resources

Literacy

Free

Education

InformationService

Library

Children

Outreach

Relevant

Available

Reading

Internet

Multicultural

Quiet

Supportive

People

Justice

Building

Respectful

CultureSafe

Digital

Knowledge

Sustainable

Informed

Collaboration

CurrentLearning

Innovation

Ages

Materials

Clean

Social

Curiosity

History

Unbiased

Helpful

Research

Transparency

Inspire

Words

Space

Democracy

Opportunities

Events

Parking

Progressive

Holds

Assistance

Branches

Fun Cultural
NONE

Entertainment

Multimedia

Growth

Healthy

Media

Salem

Customer
Creative

e-books

Critical

In-person

Lectures

Online

Different
Citizenry

Liberty

Selection

Magazines Collection

Discovery Interaction

Repository

Thinking
Mission

Easy

Explore

Reliability

Anti-racist

Waste

Money

Empoweringthink

Nonpolitical

Educational

Flexible

Skills
Center
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4.34 4.23
4.09

3.85
3.64 3.56
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5

Promoting literacy and
lifelong learning

Serving as an archive of
local history

Serving as a community
center, providing safe
and usable space for

community groups and
events

Providing training and
educational resources

for marginalized
communities

Providing training and
educational programs
that drive economic

opportunities

Promoting wellness and
helping community

members connect to
vital health and social

services

Serving as an
emergency center
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N = 1229
Figure 12 – Roles for the Community
Please rate how important you think it is for Salem Public Library to play each of the 
following roles that public libraries can play for their community:



4.87
4.60

4.44 4.40 4.35

3.95

2.77

1

2

3

4

5

Providing access to
physical books and

materials

Providing access to
electronic books and

content

Promoting parental
engagement by

providing programs for
parents and children

Helping to bridge the
digital divide by

providing access to
internet and digital

devices and supporting
use

Providing educational
and entertainment

programs for children
and teens

Providing educational
and entertainment
programs for adults

Providing access to
nontraditional

collections

Ve
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N = 1230
Figure 11 – Roles for Patrons
Please rate how important you think it is for Salem Public Library to play each of the 
following roles that public libraries can play for their patrons:



What is our purpose as an organization? 
• Action-oriented
• What are the most important things SPL does? 
• Solves your part of the challenge set by the Vision

Current Mission – Self Reflection

49

Salem Public Library serves its community by 
promoting and providing opportunities for full and equal 
access to information and ideas, the love of reading, the 
joy of learning, and engagement with the arts, sciences 
and humanities in a safe and comfortable environment.

• What resonates? What do you really like?
• What is missing? Where do you have concerns?



Mission
What is our purpose? Solves your part of the challenge set by the Vision

Actions / Services Target beneficiaries Problem(s) to solve

• Promote literacy
• Connector
• Provide community meeting spaces
• Bridge digital divide 
• Access to information 
• Intellectual freedom
• Engage the community
• Serve all ages and communities
• Intentionally serve communities
• Provide outreach
• Navigation
• Support lifelong learning 
• Enable Discovery
• Collaborate with partners 
• Fun! Entertainment 
• Inspiration
• Employ people 
• Support without judgement 
• Provide a safe space
• Engages the community (as opposed to serves)
• An agent of equality 

• Families
• Teens and kids and babies
• Adults and seniors
• New adults
• Spanish speaking population
• Speakers of languages other than English 
• Salem
• Keizer 
• The CCRLS region 
• Polk, Marion and Yamhill counties 
• Houseless community members
• Immigrants
• Disabled community members 
• Schools
• Nonprofits
• Social groups/clubs 
• Unemployed people
• People on a budget 
• Local businesses
• Marginalized communities (BIPOC, 

LGBTQ+IA, people living in poverty)
• Students 
• Homebound community 
• New neighbors/arrivals 
• People that are undocumented

• Information needs
• Isolation
• Resource connections
• Safe and welcoming space 
• Accessible space
• Exposure, learning, interesting experiences, fun 
• Strengthening families
• Supporting the community
• Bridging digital divide and building technological 

literacy
• Literacy 
• Early learning 
• Language barriers 
• Enhanced educational experience 
• Access to materials and space for disadvantaged 

populations 
• Foster civic engagement 
• Foster greater intra-community connections 
• Funding
• Respect and validation of people and their 

interests 



Strategic Guidance



Strategic Guidance Activity 

Situation Assessment Themes 
1 Stakeholders want SPL to center equity, diversity, and inclusion in all that they do.
2 The Salem community is happy with SPL and would like the library to maximize its impact and 

reach as many people as possible.
3 SPL cannot bring its full value to the community due to resource constraints.
4 The community wants SPL to increase accessibility.
5 There is an opportunity for SPL to engage more with the local community.
6 SPL has a passionate team that needs to strengthen its internal culture.
7 Strengthening and standardizing systems, processes, policies, and procedures would improve 

employees’ experience and SPL’s services. 

In 6 small groups, spend about 5 minutes at each Theme poster, adding your ideas for how SPL 
might respond to this theme. 

*Please put just 1 idea per post-it note
*Please help to “live theme” the ideas by placing related ideas together, or adding a star 
onto the post-its that you think are strong ideas. 
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Public Comment Opportunity 
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Close and Next Steps



Close and Upcoming Next Steps 
Steering Committee Planning Session 1: July 19

• Vision
• Mission 
• Imperatives 

Launch Staff Internal Organizational Health Cohort: Late July 

Steering Committee Planning Session 2: August 16

• Values
• Objectives 
• Initiatives 

Stakeholder Updates: August
• LAB, August 10th meeting
• Staff, All Staff Meeting August 17th
• Library Foundation, August 25th

• Friends of the Library, TBD
• SPL Website 

Steering Committee Planning Session 3: September 7

• Initiatives continued 
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