FY 2026-FY2031 Implementation Plan

About Blackwater Regional Library
Blackwater Regional Library (BRL) provides library services to the City of Franklin, and the Counties of Isle of Wight, Southampton, Surry, and Sussex Counties. The library has nine branches and an Outreach Services department that help support bring library services to users who do not currently use the library. Our service area is large and diverse, and spans over 1,600 square miles.
About the Strategic Plan
Beginning in 2023, the Board’s Long-Range Planning committee started to develop the next five-year strategic plan, including work sessions with Library of Virginia staff and BRL Director. The Board developed a Mission, Values, and Vision statement; that included staff input obtained from an exercise to help inform the process at a 2025 Staff In-Service. Staff also developed an extensive patron survey that provided feedback from over 350 respondents on a variety of library services ranging from collections to programs to awareness of services.
Additionally, with the assistance of Library of Virginia staff, the library held two Community Conversations events in mid-2025 to get community feedback on community needs, as well as a follow-up survey on the same topic. Based on the gathered feedback, the Long Range Planning committee endorsed a substantive version of the strategic plan, with visualization and implementation to come from staff.










Mission and Values
MISSION: We connect people with resources to enrich their lives by providing relevant programs, resources, and services to our community.
VALUES: We are Inclusive, Responsive, & Adaptive. 
VISION: Our area thrives with opportunity for all. 

PILLARS OF LIBRARY SERVICE
A HUB FOR LIFELONG LEARNING. BRL will provide relevant programs, resources, and services to our community to make individual lives, organizations, and local businesses stronger for a greater quality of life.

A LIBRARY FOR THE ENTIRE COMMUNITY. Serve a broader swath of the community through more relevant services and effective marketing of those resources that reflect the entire community, including supporting the community’s freedom to read

RESPONSIVE TO THE COMMUNITY. BRL will be nimble and responsive to changing customer needs by aligning and updating resources as need, and by supporting & retaining a well-trained staff











Goals, Strategies, Objectives
This implementation plan is a living, breathing, and flexible document to supplement the BRL adopted Strategic Plan. Goals and Strategies have been developed based on BRL’s Value Statements and will be reviewed regularly to track progress and adjust based on the needs of the community and staff workflows.
Plan Structure
VALUE
· Goal: These are Board level statements that set direction for BRL for FY2026-20231
· Objective: These are measurable targets that staff are working on in order to move BRL toward achieving the Board’s Goals
· Key Performance Indicator (KPIs): These are the critical (key) quantifiable indicators of progress toward an intended result. BRL has qualified Timeline, Desired Outcome, and Responsible party as the KPIs for each objective.












Overall Goal/KPI
· A Library for the Entire Community that enriches lives with resources and services, and helps our community thrive with opportunity for all
· Increase number of community members using BRL Library Card
· Timeline: Continuous
·  Outcome measure: Increase number of active cardholders using Savannah Active Users as baseline (10,134 as of 2/26)
· Responsible Party: Director, Managers, All Staff

A HUB FOR LIFELONG LEARNING
· BRL will provide relevant programs, resources, and services to our community to make individual lives, organizations, and businesses stronger for a greater quality of life
· Raise Awareness of library resources, particularly digital, and non-traditional resources to make the library relevant to more parts of the community
· Timeline: Continuous
· Desired Outcome: Increased awareness of non-traditional resources
· Outcome Measure: Measure circulation and survey awareness (When applicable) of unique and non-traditional collections
· Responsible Parties: Outreach & Marketing Coordinator, Collection Development Manager, Library Director
· Promote literacy and learning of all kinds through library resources by increasing engagement with school and home school communities
Desired Outcome: More youth engagement with library
· Outcome Measure: Track juvenile/youth active cardholders and circulation
· Responsible Parties: Assistant Director/Youth Services, Director, Administrative Services Coordinator, Youth Services Programmers, Managers
· Timeline: Continuous

Desired Outcome: More engagement with parts of community with different needs and abilities
· Outcome measure: Track programs, collections, and other initiatives that are tailored towards those with barriers to enjoy traditional programming
· Responsible Parties: Assistant Director, Managers, Programmers
· Timeline: Continuous

· Strive towards more consistent and varied library resources and programs in order to provide a more consistent user experience across BRL locations
Desired Outcome: More variety outside the traditional library programs
· Outcome Measure: Increase number of non-core (Story Time, Craftsy, Book Club) programs and track participation
· Responsible Parties: Assistant Director, Managers, Programmers
· Timeline: Continuous 

Desired Outcome: More consistent library experience, no matter which branch a patron uses
· Outcome measure: Programming teams convene to work for more consistent menu of programmatic offers
· Responsible Parties: Assistant Director, Managers, Programmers
· Timeline: Continuous

Desired Outcome: Increase literacy program engagement and participation
· Outcome measure: Track progress of Summer Reading Program and other reading challenges through participation, logged reading, and other challenge activities. Make recommendations for optimization for future
· Responsible Parties: Assistant Director, Director
· Timeline: End of calendar year 2026, and annually thereafter

· Explore ways to enhance the library’s place in the community to be a Third Place between school/work and home
Desired Outcome: Ongoing conservations to improve branch accommodations; admin and branch staff will seek funding streams to accomplish.
· Outcome Measure: Report spending and progress annually
· Responsible Parties: Assistant Director, Director, Budget & Finance Manager, Managers
· Timeline: Continuous/annually

Desired Outcome: Continue exploring partnerships with organizations in the community to offer outdoor experiences for family
· Outcome Measure: Report progress on partnerships, collaborations, and outdoor space activities
· Responsible Parties: Assistant Director
· Timeline: Continuous
A LIBRARY FOR THE ENTIRE COMMUNITY
· Serve more of our community through continually offering more relevant services and resources
· Ensure that all resources and services provided reflect the entire community, and support its freedom to read
Desired Outcome: Ensure that allocation of limited resources are allocated appropriately
· Outcome Measure: Annually evaluate allocation of resources, particularly digital vs physical resource allocation
· Responsible Parties: Collection Development Manager, Director, Budget & Finance Manager
· Timeline: Continuous

Desired Outcome : Continued commitment to intellectual freedom
· Outcome Measure: Provide periodic training for staff on diverse selection and dealing with book challenges
· Responsible Parties: Collection Development Manager, Director
· Timeline : Continuous

· Continue to diversify Outreach Services offerings to reach more users, particularly in communities not using the library at higher levels
Desired Outcome: Bringing library services to previously under-served communities
· Outcome Measure: New patrons in key communities, market penetration in key census tracts
· Responsible Parties: Outreach Coordinator, Library Director 
· Timeline: continuous

Desired Outcomes: Explore new approaches to Outreach Services
· Outcome Measure: Pilot new service delivery methods, including home delivery and track progress
· Responsible Party: Outreach Coordinator
· Timeline: By end of 2026, with continual assessment
Desired Outcome: More efficient Outreach services
· Outcome Measure: Create new metrics to better evaluate Outreach Services
· Responsible Parties: Outreach Coordinator, Library Director, Administrative Services Coordinator
· Timeline: Continuous

· Strive for balance in collections, programs, and ideas that serve the entire community and allow room for learning & exploration
Desired Outcome: Strive for balance and breath in our collections
· Outcome Measure: Review and revise Collection Development policies and procedures with selectors , available public feedback, and circulation data
· Responsible Parties: Collection Development Manager, Director, Selectors, Tech Services Staff, BRL Board 
· Timeline: end of 2027, and continual afterwards

Desired Outcome: Promote library resources more effectively
· Outcome Measure: Increased communication about library services to library users and potential users. Track awareness and usage to assess
· Responsible Parties: Outreach & Marketing Coordinator, Library Director
· Timeline: continuous
RESPONSIVE TO THE COMMUNITY
· Respond nimbly to changing customer needs, including having a well-trained staff
· BRL will be nimble and responsive to changing customer needs
Desired Outcome: Review data as appropriate to ensure proper allocation of resources, collections, and outreach offerings
· Outcome Measure: Increased active cardholders and patron satisfaction
· Responsible Parties: Library Director, All Admin 
· Timeline: Continuous
· Regularly audit procedures and policies to ensure best practices and a customer-first mindset
Desired Outcome: Review policies to make sure that barriers to library services are minimized
· Outcome Measure: Increased active users; note procedures and policies adjusted to better serve community
· Responsible Parties: Library Director, Administrative Services Coordinator, All Administration, BRL Board
· Timeline: Continuous

· Align services with changing needs of customers
Desired Outcome: Better serve needs of community
· Outcome Measure: Review hours and services offered based on patron feedback and data; make recommendations as needed
· Responsible Parties: Director, Assistant Director, Administrative Services Coordinator, Managers, BRL Board
· Timeline: Continuous

· Proactive governance to ensure looking at future needs
Desired Outcome: better planning for future capital needs
· Outcome Measure: Plan for a cycle of technology replacements/needs, vehicle needs, and develop a funding plan
· Responsible Parties: Library Director, Budget & Finance Manager, and BRL Board
· Timeline: Continuous/FY31

· Supporting and retaining a well-trained staff
Desired Outcome: Foster development among employees; increase training and cross-training opportunities
· Outcome Measures: Track Staff retention rate, trainings, and funds expended for trainings; explore cross-training program where staff share special talents with other staff
· Responsible Parties: Director, Administrative Coordinator, Managers, All Staff 
· Timeline:  Continuous
Desired Outcome: A prepared and aware staff
· Outcome Measure: Share relevant information with all library employees regularly via a staff newsletter
· Responsible Parties: Library Director, Outreach & Marketing Coordinator, Administrative Services Coordinator, All Admin 
· Timeline: By FY2028
