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Executive Summary

This three-year strategic plan builds upon the successful opening of our newly constructed library facility
in June 2025. As we transition from the inaugural year of operations to sustained growth and optimization,
this plan prioritizes our core mission of encouraging reading and providing free access to information
while meeting the educational, recreational, and cultural needs of our community.

Marking a transformative moment for our institution and community, we opened our new facility in June
2025. Our first six months (June 2025 - December 2025) have served as a learning period, allowing us to:

Understand traffic flow patterns and space utilization
Assess program attendance and community needs
Optimize service delivery in the new environment
Expand staffing to meet increased demand

The Union Public Library is one library system with two locations that serve our community. Our new
facility is built on the footprint of the former main library in Union, New Jersey. There is also a Branch
Library located in Vauxhall, NJ. Each location has unique characteristics and serves distinct neighborhood
needs, under overarching policies, shared collections, integrated staffing, and coordinated programming.
This philosophy ensures equitable access to resources and services regardless of which location our
patrons visit.

To create this plan, community members were encouraged to share their vision for what the library system
currently offered to Union, and what they would like to see the library offer in the future. This input
directly influenced the strategic goals outlined in this plan, particularly in the areas of use of space,
programming, and staffing. Select participants comments are under our Community Voices section.
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Photos: Local Author Expo (2023)



Profile of the

Township of Union

The Township of Union is a diverse suburban community of 60,000+ residents across ZIP codes 07083
and 07088 (\Vauxhall). The township spans about 9 square miles and includes a mix of single-family
neighborhoods, multifamily areas, and active commercial districts.

Union’s population is multi-generational with a median age around 41-42. Nearly half of households
speak a language other than English at home, reflecting strong cultural and linguistic diversity. Income
levels vary across neighborhoods, with median household income ranging from the low $90,000s to
over $115,000. Overall poverty is relatively low, around 6%.

Union Public Schools serve approximately 7,500 students across ten schools. The community shows
steady demand for youth services, adult learning opportunities, and multilingual support.

Housing includes a mix of owner-occupied and rental units, with VVauxhall featuring additional
multifamily and historic neighborhoods. Transportation access is strong, with major roads and transit
options connecting to Newark and the New York metro area.

For the library, Union’s diversity, multilingual population, and range of income levels highlight the
need for equitable services, technology access, early literacy support, and community-wide outreach.
Continued residential stability and redevelopment present ongoing opportunities for partnerships and
responsive service expansion.
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A Letter from the
Library Director

Over the past several years, our library has experienced a period of significant transition. While our
address briefly changed during a temporary relocation, the opening of our new library building at the
original site represents both return and renewal, honoring our history while creating space for the future.

The new facility has allowed us to expand services, introduce new technologies, and welcome additional
staff whose skills and perspectives strengthen our ability to meet the evolving needs of our community.
Throughout this period of growth and change, we have remained focused on being intentional, inclusive,
and responsive, ensuring that all community members feel welcome and supported.

This strategic plan reflects the lessons learned during our transition and the priorities that will guide us
forward. It is informed by community feedback, staff insight, and a shared commitment to equity, access,
and lifelong learning. Our goals emphasize enhancing the patron experience, investing in staff
development, strengthening partnerships, and using our spaces and resources in ways that serve the full
diversity of our community.

As we move ahead, this plan will serve as a flexible roadmap that supports thoughtful decision-making
while allowing us to adapt to changing needs and opportunities. The library remains a place of connection,
exploration, and discovery, rooted in its previous location and renewed in purpose.

Thank you to our staff, trustees, municipal partners, and community members for your continued trust and
support. Together, we will continue to build a library that reflects and serves our community, now and into
the future.

Sincerely,

Kassundra Miller
Library Director




Community Voices:

What We’ve Heard — Focus Groups

The strategic plan is based on extensive community feedback gathered through multiple channels
including focus groups and community surveys. To ensure the strategic plan reflected the needs, priorities
and aspirations of the community, the Library conducted a series of Focus Groups between April and
August 2024. Eight focus group sessions were intentionally designed to gather input from a broad and
diverse range of community stakeholders.

The scheduled focus groups included:

Two sessions with community residents (one at our temporary location and one at the Vauxhall
branch)

One session with local elected and appointed officials

One session with English as a Second Language (ESL) participants

One session for local business owners

One session with Library staff

One session with the Board of Trustees

One session with high school students

These conversations provided valuable qualitative insights into community expectations, service gaps, and
opportunities for growth. Feedback gathered during the focus groups directly informed the development of
the Library’s goals, priorities, and strategies.

Focus Group Findings

More collaborations with the schools, businesses, and township

Allow residents to use study rooms

Have spaces for community interactions

Students asked for more collaboration with student clubs

They also asked that they have both space and a voice in the new library, and more student
volunteer opportunities

More ESL (English as a Second Language) classes and conversation groups

Expanded programming (e.g., food and cooking demonstrations, lectures, book talks, guidance for
entrepreneurs)

Community hub for all information regarding the township

More educational programs for adults, especially young adults (ages 18+)



Survey Responses

How satisfied are you with the Library’s collection of materials?
94 responses

@ Very satisfied
@ satisfied
@ Neutral

/ @ Dissatisfied
P | @ Not applicable

How would you rate the helpfulness and friendliness of the library staff?
94 responses

@ Excellent

@® Good

® Fair

@ Poor

@ Not applicable

“I love the chat feature on your website.”
“Library staff is helpful and kind.”
“I really love the museum passes.”

“The staff are extremely knowledgeable, helpful, and kind, which enhances our
experience there and adds to our enjoyment of the library. | love the options for the
museum passes and the library of things.”

“As long as the library is completely accessible, we will be very happy.”



Library Team

Our team operates across both locations with
integrated scheduling and cross-training to ensure
consistent service quality system-wide:

Professional librarians (full-time core team
serving both locations)

Part-time librarians (additional hires planned)
Library associates (part-time, supporting both
locations)

Library assistants (part-time, serving both
locations)

Pages (part-time, primarily at main library)
Security personnel

Social Worker/Community Liaison (shared
service with Westfield Memorial Library)

Staff regularly rotate between locations to maintain
our unified library culture and to ensure all team
members can operate effectively at both facilities.

Photos: Staff on Grand Opening Day of the new Library



Mission Statement

& Core Organizational Priorities

The Union Public Library’s primary mission is to encourage reading and free access to information,
and to provide for the educational, recreational, and cultural needs of its users. The Union Public
Library will offer the broadest range of materials and programming in a balanced way to meet the
needs of the diverse community of Union. The library is committed to providing a varied and
extensive collection of current fiction, non-fiction and audio-visual materials on a wide variety of
subjects. It is also committed to using state-of-the art technology to improve access to global
resources. In addition, the library maintains a distinct collection of materials unique to the
Township of Union and of special interest to Township residents and community organizations.

The Union Public Library recognizes its value and responsibility to the community as an
educational, social, and cultural resource and offers its meeting rooms to individuals, organizations,
and companies for meetings, workshops, and other activities. We will strive to provide a welcoming
place where the community can meet, research and learn, and a place where residents can realize
their maximum potential.

Core Organizational Priorities

Throughout the 2026-2028, all initiatives will align with our five foundational priorities:

Materials and Services - Building and maintaining relevant, diverse collections and services
Technology - Providing current tools and digital resources

Customer Service - Delivering exceptional user experiences

Staffing and Professional Development - Recruiting and retaining qualified personnel;
investing in continuous learning and growth

e Programming - Creating innovative and varied programs for the educational, recreational,
and cultural needs of the community
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Photo: Jeanette Shell Room Dedication, October 2024 with Library Director and Board of Trustees members



Strategic Goals &
Objectives

Goal I: Optimize Both Facilities for Maximum Impact

1.1 Facility Analysis and Refinement (2026)

Conduct comprehensive analysis of first-year usage statistics at main library
Assess branch library operations and identify enhancement opportunities
Ensure equitable resource allocation across both locations

Implement layout adjustments based on observed traffic patterns at each site
Ensure both locations have flexible and adequate programming spaces

TOWNSHIP or UNION
VAUXHALL BRANCH

LIBR AR_Y Two Locations,

One Library



Strategic Goals &
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Objectives (cont.)

1.2 System-Wide Service Delivery (2026-2027)

Evaluate service desk efficiency at both locations

Implement consistent service standards across facilities

Develop roving assistance protocols for both libraries

Create unified wayfinding and signage standards

Establish protocols for managing high-traffic periods system-wide

1.3 One Library Operations Excellence (2027-2028)

Photos: Pollinator Garden at the Vauxhall Branch, before and after

Document operational procedures that apply across both facilities
Create comprehensive staff training and cross-training at both locations
Develop coordinated maintenance schedules

Strengthen inter-location communication and collaboration

Share lessons learned and best practices between sites

Sustainable
Libraries
Initiative

1.4 Sustainable Library (2027-2028)

Integrate sustainable practices into daily operations

Foster community awareness through programs and partnerships

Support staff education and participation in sustainable efforts across both locations

Track progress using the SLI (Sustainable Libraries Initiative) benchmarking tools to complete
certification

Ensure that sustainability is embedded in all areas of planning, budgeting, and decision-making



Strategic Goals &
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Objectives (cont.)

Goal 2: Expand and Strengthen Collections Across All Formats

2.1 Unified Collection Development (2026)

Reassess system-wide collection size and scope

Ensure balanced collections appropriate for each location’s surrounding community
Allocate materials budget to serve both facilities effectively

Conduct community needs assessments at both locations

Assess our recently established delivery system between locations

Optimize collection placement based on usage patterns at each site

2.2 Digital Resource Enhancement (2026-2028)

Expand eBook and audiobook collections accessible from anywhere
Introduce new digital platforms benefiting all users

Promote digital resources equally at both locations

Track usage trends system-wide and by location

Ensure digital collections serve diverse community needs

2.3 Specialized Collection Development (2027-2028)

Develop signature collections at each location while maintaining access for all
Create local history resources available system-wide

Expand career and workforce development materials

Ensure diverse, inclusive collections at both facilities

Assess purchasing to maximize system-wide value
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Objectives (cont.)

Goal 3: Leverage Technology to Enhance Access and Service
3.1 System-Wide Technology Assessment (2026)

Evaluate technology at both locations

Ensure equitable technology access at main and branch
Survey users at both facilities on technology needs

Update unified technology replacement plan

Ensure adequate bandwidth and infrastructure system-wide

3.2 Expand Public Technology Access (2026-2027)

Assess technology lending programs accessible from either location
Implement appropriate maker space or creative technology at each facility
Offer technology training programs at both locations

Provide assistive technology system-wide

3.3 Digital Services Integration (2027-2028)

e Improve system-wide virtual reference and chat services
e Develop consistent digital literacy programming
e Explore emerging technologies for deployment across facilities

Photo: Board Room



Strategic Goals &
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Objectives (cont.)

Goal 4: Build Comprehensive Staffing for Sustainable Service
Excellence

4.1 Complete System-Wide Staffing Plan (2026)

Define roles and responsibilities for part-time librarians serving both locations
Recruit qualified candidates committed to one library philosophy

Develop comprehensive onboarding covering both facilities

Establish cross-location scheduling to maximize coverage and expertise
Create pathways for advancement within the system

4.2 Workforce Planning and Development (2026-2028)

Create succession plans for key positions across the system

Establish career ladders accessible to staff at both locations

Develop cross-training programs ensuring all staff know both facilities
Implement regular staff satisfaction surveys system-wide

Foster unified team culture despite multiple locations

4.3 Enhance Professional Development Culture (2026-2028)

Establish equitable professional development budget

Support conference attendance and continuing education for all staff
Create internal knowledge-sharing opportunities across locations
Encourage professional association participation

Schedule regular all-staff meetings bringing both locations together

Photos: UPL Staff present at the New Jersey Library Association Conference 2025
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Objectives (cont.)

Goal 5: Deliver Exceptional Customer Service in All
Interactions

5.1 System-Wide Service Excellence Standards (2026)

e Develop comprehensive customer service training for all staff

e Establish unified service level expectations across both locations
e Implement consistent feedback collection mechanisms

e Ensure seamless patron experience when using both facilities

5.2 Accessibility and Inclusion (2026-2027)

Conduct accessibility audits of both facilities

Ensure ADA compliance at main and branch libraries

Provide multilingual resources at both locations

Develop coordinated outreach to underserved populations

Create welcoming environments reflective of community diversity

5.3 Improve User Experience (2027-2028)

Streamline account management across locations

Ensure seamless holds pickup and returns at either location

Reduce barriers to library card acquisition system-wide

Implement service innovations benefiting all users

Measure satisfaction metrics separately and system-wide
Communicate clearly that one card works at both locations

Maintain staff involvement in consortium membership and committees

Goal 6: Develop Dynamic Programming that Meets Community
Needs

6.1 System-Wide Program Assessment and Strategy (2026)

Analyze program attendance data from both locations

Identify successful programs and those needing revision

Survey communities served by each location for program interests
Develop coordinated program calendar optimizing offerings at each site
Enable cross-promotion of programs between locations

Consider virtual options that serve patrons from both areas



Strategic Goals &
Objectives (cont.)

6.2 Expand Program Offerings (2026-2028)

Photo: Storytime 2025

Increase early literacy programs at both locations

Develop robust teen programming coordinated across facilities

Offer lifelong learning opportunities accessible system-wide

Create additional signature programs that may rotate between locations
Ensure program equity while respecting unique community needs

6.3 Community Partnership Programming (2027-2028)

Photos: Left — Veterans Day program at Vauxhall Branch, 2025. Right - Library Director with Community Police, 2024.

Formalize partnerships benefiting both locations

Co-develop programs with organizations serving the community
Establish both facilities as neighborhood hubs

Coordinate special events to maximize system-wide participation

15
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Objectives (cont.)

Goal 7: Strengthen Community Connections and Partnerships

7.1 Partnership Development (2026-2027)

Identify key stakeholders in both service areas

Formalize partnership agreements benefiting the entire system
Collaborate with schools in all neighborhoods

Partner with social services to expand access for all patrons
Leverage partnerships to serve underserved areas between locations

7.2 Community Engagement Strategy (2026-2028)

Increase visibility of both locations through coordinated marketing
Participate in community events throughout Union

Create annual system-wide community showcase

Emphasize “one library, two locations” in all communications
Ensure both facilities are represented in community forums

7.3 Special Events and Celebrations (2027-2028)

Host author visits at both locations

Celebrate cultural heritage at both facilities

Organize system-wide fundraising events

Mark milestones for both main and branch libraries

Create signature annual events that bring the community together

Goal 8: Ensure Operational Sustainability and Financial Health

8.1 Budget and Financial Planning (2026-2028)

Develop multi-year budget projections for the entire system
Ensure equitable resource allocation across locations
Identify sustainable funding sources for both facilities

Seek grants benefiting system-wide initiatives

Maintain reserves for both facilities’ needs

Track and analyze costs by location and system-wide
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Objectives (cont.)

8.2 Operational Excellence (2026-2027)

Document standardized operational procedures across locations
Conduct safety and security assessments at both facilities
Optimize operational efficiencies through system coordination
Share resources strategically between locations

8.3 Advocacy and Support Building (2027-2028)

Photo: Friends of the Library

Cultivate relationships with officials serving the community

Demonstrate system-wide value through combined impact data

Collaborate with the Friends of the Library on events

Engage in advocacy, emphasizing benefits the library offers the community
Communicate investment in both facilities to all stakeholders



Performance Measurement
Framework

Key Performance Indicators

System-Wide Metrics

All metrics will be tracked both system-wide and by individual location to ensure balanced growth and
equitable service.

Materials and Collections

Annual circulation per capita (system-wide and by location)
Collection turnover rate at each facility

New material additions distributed appropriately

Digital resource usage (accessible from both locations)
Interlibrary loan volume and inter-location transfers

Technology

Public computer usage hours at both locations
Wi-Fi sessions system-wide

Technology device checkouts from either location
Digital service transactions

Customer Service

e Patron satisfaction scores by location and combined
e Reference transactions at both facilities

e Patron registration growth system-wide

e Complaint resolution consistency across locations

e Service accessibility metrics at each facility

Staffing and Development

Staff retention rates system-wide

Professional development hours per staff member
Staff satisfaction survey results across both locations
Cross-training completion rates

Vacancy fill times for positions at either location



Performance Measurement
Framework (cont.)

Programming and Engagement

Program attendance totals (by location and combined)
Number of programs offered at each facility
Attendance per program average

Program diversity across age groups at both locations
Partnership programs delivered system-wide

Conclusion

This strategic plan positions our library for continued growth and impact during the critical years
following our new facility opening. By focusing on our core priorities of materials/services,
technology, customer service, staff and professional development, and programming, we will build on
the momentum of 2025 to create a sustainable, vibrant library that truly serves as the educational,
recreational, and cultural heart of our community.

Success will be measured not only by statistics, but by the lives we touch, the learning we facilitate,
and the community connections we foster. As we implement this plan, we remain committed to our
mission of encouraging reading and providing free access to information for all.

y
:
“READING IS NOT OPTIONAL." i

19



Appendices

Implementation Timeline

Implementation Timeline

Year 1: 2026 - Foundation and Assessment

Focus: Learn from inaugural year, build staff capacity, refine operations

Quarter 1 (Jan-Mar 2026)

@)
©)
@)

Complete usage statistics analysis from both locations for 2025
Launch space utilization study and assess branch needs
Establish inter-location communication protocols

Quarter 2 (Apr-Jun 2026)

@)
©)
@)
©)

Complete staffing additions across both locations

Launch comprehensive customer service and team building training system-wide
Implement facility refinements at both locations

Celebrate first anniversary of main library opening

Quarter 3 (Jul-Sep 2026)

©)
@)
©)
@)

Evaluate summer programming success at both facilities
Launch professional development initiatives for all staff
Expand digital collections

Strengthen delivery service between facilities

Quarter 4 (Oct-Dec 2026)

©)
@)
©)
@)

Plan 2027 coordinated programming calendar

Finalize unified service standards documentation

Complete first-year performance review by location and system-wide
Set refined targets for Year 2

20
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Implementation Timeline (cont.)

Year 2: 2027 - Expansion and Optimization

Focus: Build on learnings, expand successful initiatives, strengthen partnerships

Quarter 1 (Jan-Mar 2027)

O O O O

Expand technology lending programs at both locations
Expand partnership programming across service areas
Implement service point optimizations system-wide
Analyze cross-location usage patterns

Quarter 2 (Apr-Jun 2027)

o O O O O

Mark two-year anniversary of main library with system-wide celebration
Conduct comprehensive program evaluation at both facilities

Advance specialized collection development across locations

Strengthen community partnerships in both service areas

Assess “one library” awareness and utilization

Quarter 3 (Jul-Sep 2027)

o O O O

Introduce new technology training programs at both locations
Develop signature programs leveraging both locations
Expand coordinated outreach initiatives

Review inter-location service delivery

Quarter 4 (Oct-Dec 2027)

OO O O O

Complete mid-plan strategic review including both locations
Assess staffing and development progress system-wide
Evaluate technology deployments at each facility

Plan Year 3 priorities



Appendices

Implementation Timeline (cont.)

Year 3: 2028 - Sustainability and Impact
Focus: Ensure long-term sustainability, maximize community impact, plan ahead
Quiarter 1 (Jan-Mar 2028)

Formalize best practices documentation for both facilities
Enhance user experience features system-wide
Strengthen financial sustainability planning

Evaluate “one library” effectiveness

o O O O

Quarter 2 (Apr-Jun 2028)

Celebrate three-year milestone of main library

Host system-wide community showcase event

Advance advocacy initiatives for both locations

Conduct comprehensive impact assessment across system

O O O O

Quarter 3 (Jul-Sep 2028)

Evaluate plan completion progress at both facilities

Begin next strategic plan development with system-wide input
Document lessons learned from both locations

Recognize achievements and impact across the system

Share success stories from both facilities

O O O O O

Quarter 4 (Oct-Dec 2028)

Complete strategic plan evaluation for entire system

Share outcomes with stakeholders of both locations

Finalize 2029-2031 strategic direction maintaining “one library” philosophy
Position library system for continued excellence

Host all-staff celebration recognizing three years of unified service

OO O O O O

22
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Organizational Chart
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Organizational Chart
Library Functions/Notes

DIRECTOR e Receiving mail/verifying CIRCULATION
Responsible for all packages e Circulation
departments and operations e Book Drop

including, but not limited to:

e Reports to Public and the
Board of Trustees

e Administration &
Management

e Budget/Finances

e Personnel/HR

e Collections/Circulation

e Qutreach

e Facilities

e Grant Writing

e Programs Approval

e Strategic Planning

ASSISTANT DIRECTOR

e |T/Technology

e Sustainable Library Initiatives

e Marketing/Publicity

e Website

e Main Facility
Management/Operations

e Assists Policy Development

e Statistics/Reporting

e Administrative
support/stands in when
Director is unavailable

ADMINISTRATIVE OFFICE
e Payroll

e Accounts Payable

e Purchasing

e Human Resources & On-
Boarding

ADULT SERVICES

e Reference

e Reader’s Advisory
e Programming

e New Resources

e Qutreach

YOUTH SERVICES

e Reference

e Reader’s Advisory
e Acquisitions

e Programming

e Qutreach

VAUXHALL BRANCH
e Circulation

e Reference

e Programming

e Branch Facility

e Qutreach

e Other Projects

TECHNICAL SERVICES

e Acquisitions

e Cataloging/OPAC integrity
e Collection Management

e Processing

e System Management

e Shelving Materials
e Inter-library Loans
e Shelf Reading
e Other Projects

MARKETING/PUBLICITY

e Promotional Campaigns

e Social Media Management
e Event Promotion

e Qutreach

e Content Creation

IT/TECHNOLOGY

e Public Computers

e Staff Computers

e Electronic Equipment
e Software

e Networking

SECURITY
e Safety
e Protect and inspect

COMMUNITY LIAISON/SOCIAL

WORKER

e Social Services referrals,
outreach & collaborations
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