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Save Our Escondido Library Coalition 

 

February 8, 2019 
 
Chair Guiles and Board of Trustees 
Escondido Public Library 
Via Email 
 
RE: SOEL comments and requests to address the deficiencies of the Escondido Public Library 
(EPL) Strategic Plan 2018-2022 
 
Dear Chair Guiles and Trustees, 
 
At the meeting on January 14, 2019 at city hall, our organization was requested to provide 
comments and recommendations regarding our thoughts to improve the existing strategic plan 
and to respond to the idea of pursuing a Library District for the EPL.  We wish to provide those 
comments here, as well as our other recommendations related to the library.  It is at the behest 
of Mayor McNamara, that we are contacting you directly.   
 
In order to avoid any misrepresentation of what happened at the meeting and to provide our 
input to what transpired there, the central points are: 
 

 We would support the creation of a Library District only with the condition that the 
contract with LS&S be ended. We understand that such a Board may decide to contract 
LS&S, but if they do, we would hope it would under a contract more protective of the 
public interest. 

 We repeat our request for an independent audit of the first year with LS&S be 
conducted, per the contract. 

 In the event the Board of Trustees is ultimately given the full oversight of this contract, 
it needs to be reconfigured and re-casted and tasked with the purpose of creating and 
enforcing a new authoritative and rigorous Strategic Plan for LS&S.   

  The Board of Trustees should be directed to create measurable metrics and provide 
active oversight of the Strategic Plan. 
 

As for our recommendations for improvement of the Strategic Plan, they are below. 
 
As you know, part of the requirement of the contract is for LS&S to produce a strategic plan for 
the library. The Plan is to be approved by the City Council and the Library Board of Trustees.1  
 

                                                           
1
 Attachment A to Professional Services Agreement, Section 12 (a)). We completely disagree with the City attorney 

that ‘approval’ by the city does not need to be done in open session, subject to a vote.  Further, the October 18, 2018 

minutes of the Trustee meeting, where the Plan was supposed to be discussed, are still not on the website.PLEASE 

CHECK THIS AGAIN.  
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Unfortunately, the Escondido Public Library Strategic Plan (EPLSP) as submitted by LS&S meets 
none of the requirements of a real or effective Strategic Plan.  As a five-year strategic plan for 
our library, it is grossly deficient and highly misleading and misrepresentative in many ways.  
 
We urge the Board of Trustees to reject this Strategic Plan because it does not meet minimal 
professional standards, is incomplete, unmeasurable, and unworthy of the considerable funding 
the public is providing to LS&S.  
 
Specifically, we have the following concerns. See below for a more detailed explanation of each 
point, as well as examples from other libraries with more professional strategic plans. 

1. The plan commits to very little that is specific or measurable.  

2. The plan does not even include the requirements laid out in the contract. 

3. The plan does not include basic requirements of a strategic plan or a typical, 

reasonable services agreement and includes no deliverables.   

4. The plan lacks staffing commitments. 

5. The most specific actions in the plan require more money.  

6. The plan does not allow for adequate assessment of performance or progress.  

7. There are additional problems that render this plan unsupportable.  

 

1. The plan commits to very little that is specific or measurable.  

The goals, objectives, and tactics are so vague they have little meaning. In fact, even the 
“tactics” listed in the plan are not committed to. The statement in the EPLSP, “Example tactics 
illustrate the types of activities that will be employed” (EPLSP, p. 5 emphasis added) means 
they are not committed to any specific activities, rendering the bulk of the plan meaningless 
and the public in the dark about what LS&S will actually do to implement the plan. The promise 
to do an implementation schedule in the future does nothing to remedy this deficit since there 
is no way of knowing what exactly they will be implementing. For the Council, the Trustees, and 
the public to know if this plan is acceptable or supportable or not, we must know what they 
actually propose to do, how, when, and by whom. 
 
In one example, LS&S states they will support connections for people with shared interests, 
support strong neighborhoods with programs, and support civil discourse with programs (p.8), 
but the plan is silent on how many, where, which groups, which neighborhoods, and how often 
these activities will occur. 
 
In another, LS&S states they will provide early literacy at WIC offices (p. 15) but they don’t say 
how often, when, for whom, staffed by staff with which qualifications.  There are too many 
important details lacking, leaving us with a document of nice statements, but no plan.  
 
2. The plan does not even include the requirements laid out in the contract. 

Section 9 of the Scope of Work requires some specific programming commitments. That these 
are not specifically included in the 5-year plan is very troubling. These programming 
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commitments must be included so that LS&S can be held accountable for at least these 
minimum requirements. See point 3 below as well as the section on example strategic plans for 
how these requirements can be worded in a specific, measurable way. 

 

3. The plan does not include basic requirements of a strategic plan or a typical, reasonable 

services agreement and includes no deliverables.   

A quality strategic plan would have objectives, strategies, and tactics that would be specific, 
with measurable metrics, and would include a timeline and deliverables. These are the very 
basics of an effective plan. Without them, we cannot know how well a plan is being executed or 
if it will meet our needs.   
 
In addition, it lacks detail and metrics that a typical Service Level Agreement (SLA) would have. 
Every objective in the contract needs an articulated, measurable, and documented metric (see 
more on this below).  LS&S should be required to meet monthly (or more frequently if 
necessary) with an assigned Oversight Entity, independent of LS&S, to review each objective 
and LS&S’s success or failure to meet the SLA objectives.  
 
We appreciate that the current Board of Trustees has previously not performed this kind of 
oversight.  One of the points of contention in our meeting was what had changed when LS&S 
took over.  The truth is neither our group nor the Board knew about the state law requiring 
Trustee management which only came to light once out-sourcing was the path the Council was 
taking.  We further wish to point out that it was the public that brought this legal requirement 
to light. 
 
Since, now, it is clear that the Board must have direct management and oversight of the LS&S 
contract, the Board must provide critical oversight of LS&S and act as an administrative body.  
The millions of tax-dollars and our precious library hang in the balance and so need strong and 
independent oversight conducted transparently and in the public eye. 
 
As such, in a normal process, all metrics would be designed by the client, not the contractor, to 
be specific and verifiable. LS&S would provide hard evidence that the objectives were met each 
month.  If any objective was not met for a clearly specified length of time, the LS&S contract 
would be terminated. 
 
A metric should be created for each line of the contract and would always include: 

a. An articulation of each commitment in the Strategic Plan. 

b. Who will be performing the commitment. 

c. Frequency of the commitment. 

d. How success is measured for each commitment. 

e. Documentation of the regular meetings with the Oversight Entity including LS&S’s 

attainment of the measured metrics and any improvements or changes made to the 
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Strategic Plan. This should be a regular (monthly) report at the Trustees meeting and 

available to the public. 

An example of how deficient the current plan is and how a proper metric should be written 
follows. One objective states,”Support student success by providing quality literacy and STEAM 
programs.” (EPLSP, p. 8)  
 
Instead, a quality, measurable, effective objective would should read something like “Conduct a 
monthly one-hour STEAM program for Escondido teenagers led by industry experts or high 
school science teachers (or whatever is standard).  A sign-in sheet will document the number of 
attendees, and a post-program 5-point survey will be conducted by the Librarian to determine 
quality of program.  Successful programs will have at least 10 attendees and rate an average 
score of 4 or better.  Surveys and sign-in sheets will be turned in to the Oversight Entity each 
month.” 
 
This comparison demonstrates a major insufficiency of the current plan as this flaw is present 
throughout the plan. 

 

4. The plan lacks staffing commitments. 

Another major deficiency is the lack of a detailed set of staffing guidelines or  
commitments.  The plan fails to provide a commitment to track and report: 

a. Overall headcount of staff. 

b. Detailed level of staff with education, language, and experience descriptors including 

years of experience ("The Skill Mix”). 

c. Number of hours worked per week at each level. 

d. Whether the staff requirements are met each day through FT, PT, or temporary 

workers. 

Further, there should be a provision that if the staffing levels are not met at any given time, 
LS&S would be required to refund to the city the unused staffing expenses. This would force 
LS&S to meet their staffing requirements so that unfilled positions don’t turn into additional 
revenue for LS&S, and that the Library services don’t suffer.  This is a common requirement for 
outsourcing contracts.  LS&S, not the public, should be responsible for temporary staffing costs 
that exceed the agreed upon staffing costs if staffing commitments aren’t met. 
 
5. The most specific actions in the plan require more money.  

Anyone involved in this issue in 2017 remembers that cost savings was the stated primary goal.  
We could find very few tactics that could be said to be measurable (though they still have no 
timeframe or indication of who is responsible), such as “Replace carpet and install air 
purification*” (EPLSP, p. 11). The problem is the asterisk at end of the tactic, which refers to the 
statement: “These activities would require additional funding.” (EPLSP, p. 13) It turns out that 
this applies also to way-finding signage (p. 11), food court, more outlets (p.12), shuttle to the 
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East Valley Community Center (p. 15), printing resources (p.13), and removal of some checkout 
fees (p.15), and others. 
 
In other words, the plan pretends to address some of the high priority issues from the public 
survey but only if the city gives LS&S more money. The Council should require LS&S to remove 
all actions they are not prepared to meet within the contract fee so that the public can know 
what actually can be expected for the funds committed. Otherwise, the public is misled about 
what they can expect in terms of services. 
 
Outsourcers often rely on building their profits by asking to do work outside of the original 
contract.  Because the original contract was vague and unmeasurable, and the Strategic Plan is 
vague and unmeasurable, the city may be forced to pay more to LS&S in order to meet the 
needs of the public. The City and Trustees should take a very dim view of this tactic on the part 
of LS&S. Incrementalizing costs is something LS&S has done before.2   
 
6. The plan does not allow for adequate assessment of performance or progress. 

It is quite revealing that the section on measuring performance is only a half of a page long and 
includes no measurements or metrics specific to the Escondido Public Library.  Even the 
reference to the “Traditional library metrics” is not meaningful since there is no discussion of 
what metrics we are trying to achieve for our specific situation. We have no idea what numeric 
or quality goals they propose to meet so we have no idea if they are performing well or not. 
The objectives should be designed as listed in point #3 above, so success can be measured. This 
is another fundamental flaw in this plan, rendering it insufficient to meet our needs and it 
should therefore be rejected. 
 
7. There are other problems that render this plan unsupportable.   

 

 The recommendation that a new library is warranted appears to be justified merely by 

Escondido’s projected population growth. Their analysis is contained in two paragraphs 

(p. 24). This is an overly simplistic view that should be discounted. It does not discuss 

public support, if one main or multiple branch libraries is a better fit, and a myriad of 

other considerations. 

 Data for findings listed in the document have dates that are not aligned and the 

discrepancy is not explained. Forecast data for programs and attendance includes the 

data from April-September, 2018.  The data for Visits, Circulation, E-book, media, 

computer sessions, and WiFi sessions covers only January-March, 2018.  

                                                           

2 http://mailtribune.com/news/top-stories/library-wants-out-of-contract  

 

http://mailtribune.com/news/top-stories/library-wants-out-of-contract
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 It is unclear from the Plan how the Neihoff donation is planned to be used, or not. The 

use of the Capital Projects Fund is not accounted for specifically in the Plan either. 

The EPL 5-year Strategic Plan should have, at a minimum, the same level of detail as the San 
Diego County Library plan.  
 
The San Diego County Library provides a good example of what a good, measurable and 
trackable strategic plan should include. A review of the County Library’s Strategic Plan Roadmap 
clearly demonstrates how defective and inadequate the EPLSP is. Just compare the generic and 
non-committal “Grow Services to non-users” of the EPLSP to goals, objectives, and deliverable 
of 3.8 Expand Digital Literacy to New Americans on page 13 of the County Plan. 
http://www.sdcl.org/PDF/sdcl_strategic-roadmap_2014-17.pdf  
 
When the County puts off policy and plan development to a future date, they do specify what 
future date and which numerical goals they are trying to meet, e.g., Objective 2.1: A Technology 
plan to double access in library in 5 years; Objective 2.3: Loan of e-readers to double each year 
to a goal of 100 additional e-readers in 3 years; Objective 1.4: E-circulation annual increase of 
10% a year to a target of 300,000 by end of the plan. Each of these is a time-designated, 
measurable, and focused objective. All include personnel assignments and other features of an 
appropriate objective.  
 
Thank you for your consideration of these comments.  We would greatly appreciate an 
acknowledgement from you that you have received this communication, and how and when 
you intend to respond.  We also request that a discussion of the Strategic Plan be placed on the 

agenda for the February meeting.  Please contact us or email us: 
SaveEscondidoLibrary@gmail.com.  
 
Sincerely, 
 
Brenda Townsend   Chris Nava 
Bdtownsend17@gmail.com  Christinenava@hotmail.com 
619-807-5052 (text only)  760-715-9053 
 
For the Save Our Library Coalition  
 
cc.  
Mayor and City Council 
Joanna Axelrod 
Jack Anderson 
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