Managing Cultural Change In Public Libraries
I have been contracted by Routledge to write a book on Managing Cultural Change In Public Libraries. A core part of this book will be an Analytical Framework which public libraries can use to assess their organisational culture, which I define as ‘the way we do things around here.’

The Analytical Framework is based on a spectrum with Traditional Libraries at one end, Community Led Libraries somewhere in the middle and Needs Based Libraries at the other end. The Analytical Framework is designed to help evaluate where your library is on that spectrum.

In order to test the validity and usefulness of this Analytical Framework I need some willing volunteers. The process is simple and not too time consuming but it does require a large degree of reflection, insight and honesty. All replies will be anonymized and used with the strictest confidence. What I would like you to do is:

1. See TABLE 1 which outlines the key characteristics of Traditional, Community Led and Needs Based Libraries, as defined by their Strategies, Structures, Systems and Culture.
2. See TABLE 2 which gives a fuller description of the Traditional Library, and complete any of the sections which describe your Library

3. See TABLE 3 which gives a fuller description of the Community Led Library, and complete any of the sections which describe your Library

4. See TABLE 4 which gives a fuller description of the Needs Based Library, and complete any of the sections which describe your Library

5. See TABLE 5 which is an example of an analysis based on my evaluation of Thunder Bay Public Library
It is likely that most Public Libraries have a mixture of characteristics from all three models – in other words, our Libraries will have aspects of the Traditional, Community Led and Needs Based Library. This tool is designed to analyse the balance of these influences as a basis for insight and, if required, intervention and change.

I welcome your participation in this project for individual and collective benefit. I also welcome your comments on the Anlaytical Framework and how it could be improved. I will share the outcomes of this research with CULC, CELUPL and FOPL. The deadline for your responses is 1 December 2016.

	TABLE 1
	Traditional 
	Community Led 
	Needs Based  

	Strategy
	Active users

Assumed needs
	Potential users 

Assessed needs
	Non Users

Greatest needs

	Structure
Staff
	Hierarchy 

Silos
	Matrix 

Teams
	Holacracy

Circles

	Structure

Services
	Passive, reactive

Buildings, desks
	Participative, empowerment

Roving, outreach  
	Leadership

Partnerships, community development

	Systems
	Disabling
Rules
	Enabling 
Framework
	Empowering
Constitution

	Culture
	Social control
Status quo
	Social inclusion
Evolution 
	Social change
Transformation


	TABLE 2 - Traditional Library
	Commentary

	The Strategy is focused on the needs of Active Library Users. These ‘dominant readers’ are predominantly white, middle class, female and over 55. The needs of these users are assumed because they reflect the needs and values of library staff.  


	

	The Staff Structure is a bureaucracy in which power is distributed according to position within the hierarchy. Staff are organised in rigid vertical silos or departments. Communication within the organisation is also vertical. Leadership is position based, with most of the control and resources concentrated at the top of the hierarchy.

Staff have little sense of purpose, autonomy or mastery. Each person has exactly one job description. That description is often imprecise, outdated, and irrelevant to their day-to-day work. In Traditional Libraries managers loosely delegate authority, but ultimately, their decisions always trump those they manage and everybody knows it. Any initiative outside the norm typically requires the bosses approval, explicitly or implicitly.

In Traditional Libraries, the organization chart gets revamped every few years. These cyclical ‘reorganizations’ are an attempt to keep up with the changing environment, but since they only occur every 3 to 5 years, they are almost always out-of-date. 
	

	The Service Structure is highly traditional and focused on collections and buildings. Services are divided into Children’s, Adult, and Reference, with staff being scheduled and operating from separate desks. The buildings were located for historical reasons, and are organised into spaces with defined single-use functions. Services are provider-led and community engagement is at the Passive (local residents and organisations are informed of issues by the Library) and Reactive levels (local residents and organisations provide input into the priorities and resource use of the Library).  


	

	The Systems are disabling with a strong focus on rules and regulations which are designed to exclude. For example, library layouts and signage which only make sense to staff and Active Users (the included), and punitive fines and fees which are a barrier to those on low incomes.

  
	

	The Culture maintains the status quo and the public library is an agency of social control.  Services are offered on a one model fits all, take it or leave it basis. The strengths (capacity and talents) of library workers are not fully used to meet the needs of the local community. The motto is ‘If it is not broken, then it does not need fixing’. Things are done a certain way because ‘that’s how we’ve always done it’, and these implicit rules are hard to change. Often no one knows why these rules exist, who decided them, or who can change them. This makes distributing authority almost impossible, because there is no way to ensure that everyone is following the same set of rules. 
	

	TABLE 3 - Community Led  Library
	Commentary

	The Strategy is focused on the needs of current (Active) and potential (Passive) users. The needs of these users are not assumed but assessed, via a range of tools including community profiling and community asset mapping.  


	

	The Staff Structure is a matrix in which power is distributed and shared throughout the organisation. Staff are grouped into teams and communication is both vertical and horizontal.  Position descriptions are loosely prescribed and staff have a good sense of purpose, autonomy and mastery. Leadership is team based, with control and resources devolved to a tactical level.


	

	The Service Structure is flexible and focused on services and outreach. Staff scheduling is integrated and services are delivered via roving within library buildings and outreach programs to community settings.  Library spaces are multiple-use and services are community-led. Community engagement is at the Participative (local residents and organisations influence the priorities and resources of the Library) and Empowerment levels (local residents and organisations work in shared planning and action with the Library).


	

	The Systems are enabling with a flexible framework of guidelines and best practice which shape and inform service delivery. This framework is continually updated based both on what works and what is changing in the community. New systems are piloted and embedded or dropped depending on whether they are desirable, useful and useable.


	

	The Culture ensures that the Library is continually evolving and changing for the better and the public library is an agency of social inclusion. A range of flexible, nimble and adaptable services are offered which seek to match the strengths (capacity and talents) of library workers with the needs of the local community. The motto is ‘Let’s try to make things better’. Things are done in a spirit of curiosity and exploration and there are no hard and fast rules,  which makes them easy to change. Staff  know why the guidelines exist, had a role in deciding them, and can put forward suggestions for changing them. This makes distributing authority easier because everyone is following the same framework. 


	


	TABLE 4 - Needs Based  Library
	Commentary

	The Strategy is focused on the needs of Non Users and particularly those with the greatest needs. Community needs are identified, prioritised and met via co-production The Library and the Community work together in the planning, design, delivery and evaluation of library services. 


	

	The Staff Structure is a Holacracy which removes power from the management hierarchy and distributes it across clear roles, which can then be executed autonomously, without a micromanaging boss. The work is actually more structured than in a Traditional Library, just differently so. The Traditional Library hierarchy is replaced by a series of interconnected but autonomous Circles. This shift can dramatically increase a Library’s capacity to adapt to changing conditions. It also allows these Libraries to have both alignment and agency without the typical pathologies of ‘leaderless’ groups or autocratic micromanagement that slows everything down. There is a clear set of processes for how a Circle breaks up its work, and defines its roles with clear responsibilities and expectations.
Staff have multiple roles, often in different Circles, and those role descriptions are constantly updated by the Circle actually doing the work. This allows people a lot more freedom to express their creative talents, and the Library can take advantage of those skills in a way it couldn’t before. Since roles are not directly tied to the people filling them, people can hand-off and pick-up new roles fairly easily. But more than that, it means that when you’re filling a role, you’re able to energize the work with a level of clarity and awareness most traditional employees don’t have. The roles are vested with authority, not the people. This means that the roles and the authorities can be constantly updated without office politics. The agility that this provides comes directly from distributed authority. Authority is truly distributed and decisions are made locally by the individual closest to the front line. Circles are self-organized: they’re given a purpose, but they decide internally how to best reach it. 
	

	The Service Structure is needs-led and focused on communities and community development. The service structure is updated every month in every Circle i.e. what roles are doing and owning what work or decisions. This happens in frequent incremental steps rather than rare massive changes, and it happens in every Circle at all levels. The Library reorganizes itself as often as necessary to capitalize on a learning opportunity or address a critical problem. This happens in frequent ‘governance meetings’ where roles and processes are revised given what’s actually happening in the Circle. Services are delivered via partnership working with a range of organizations and   community development through relationship building. Community engagement is at the Leadership level with local residents and organizations initiating and leading on issues with support from the Library.


	

	The Systems are empowering with authority distributed not from the leader at the top to a group of people, but to an explicit process defined in detail in a written document: the Constitution. Everyone is bound by the same Constitution, even the CEO. The transparency of the Constitution means that you no longer have to depend on office politics to get things done. With the Constitution made accessible to everyone, anyone in the Library can quickly figure out who owns what, the decisions he or she can make, and who to hold accountable for which functions. 
	

	The Culture ensures that the Library is in a constant state of transformation and disruptive innovation and the public library is an agency of social change. The Needs Based Library has an under pinning philosophy and set of values – social justice – and  a new way of thinking, acting and working - critical librarianship. The motto is ‘If it is not broken, let’s break it anyway and see if we can make something better out of it.’ Critical librarianship seeks to be transformative, disruptive, innovative, empowering, and a direct challenge to power and privilege. Librarians that practice critical librarianship strive to communicate the ways in which libraries consciously and unconsciously support systems of oppression.


	


	TABLE 5 – Thunder Bay Public Library

	The Strategy of TBPL is Needs Based - The Strategy of TBPL was developed using an inclusive process which engaged all major stakeholder groups (board, staff, partners) and every section of the community (active users, passive users, non users). An outcome of the strategy development process was a Community Action Panel (CAP), a permanent but ever-changing group of local citizens, which ensures that the voice and needs of the community continue to be reflected in library service planning, design, delivery and evaluation. For example, the idea for a Makerspace at TBPL came from the CAP and this was one of their very first ideas which we put into action.

TBPL has five key strategic directions – encouraging Lifelong Learning, promoting Inclusion and Diversity, supporting our Local Economy, embracing Change and Innovation, and fostering Community Well-Being and Personal Growth. As well as determining the direction of TBPL these strategic objectives are also embedded in Thunder Bay Counts, which is a city-wide initiative that requires collaboration between a wide range of institutions and community groups who are all working towards achieving the same three main outcomes: 

An inclusive connected community: An inclusive community is one where all people are honoured and included regardless of race, age, disability, gender, sexual orientation or income.  A connected community is one where all people can get the help they need, find opportunities to contribute, or simply get where they need to go. 

A community free from the effects of poverty: Poverty is not just about income. Poverty is about inequality and exclusion. New Canadians, lone-parent families, youth, Aboriginal peoples, women, racialized peoples, and individuals with mental health issues and disabilities are more likely to live in poverty.

A prosperous and vibrant community: In order to be a strong community, Thunder Bay needs an economy that creates good quality jobs for its residents. A prosperous economy supports new businesses that work in various sectors and create opportunities for workers in creative ways.  

	The Staff Structure of TBPL is Traditional - TBPL currently has a rigid, fixed, hierarchical bureaucracy in which ‘position power’ is highly valued. Services are delivered via departments and branches which operate as independent silos with their own power structures and hierarchies. Information and power is transmitted via fixed ‘hard lines’ which enable stability, consistency and clarity. The structure is judged on its ability to create and maintain these conditions as they in turn enable a comfortable working environment. There are more knowns than unknowns and every question can be answered. Power and authority is determined by your place in the hierarchy. The downside of this model is that bureaucratic hierarchies also tend to nurture complacency, inertia and stagnation. A ‘culture of comfort’ can prevent change from happening. ‘Better safe than sorry’, ‘Why rock the boat?’ and ‘If it is not broken we do not need to fix it’ are common attitudes within bureaucratic organisations. The status quo is the ‘norm’ against which all proposed changes are measured. People literally ‘know their place in the organisation’ and are encouraged to stay there and ‘mind their own business’. Everyone is an expert in their own area of work. A ‘Jack (or Jill) of All Trades’ is by definition not a desirable or competent member of the workforce. 

	The TBPL Service Structure is Community Led - TBPL is taking a community led approach to service delivery by working with a wide range of agencies and community groups. Here are just two of these initiatives at Waverley Library:

 Makerspace – Supported by funding from the Northern Ontario Innovation Centre, TBPL formed a partnership with Ohmbase, a local Maker Group, who needed space in a busy down town location. In Jun 2015 the TBPL Makerspace opened in the Waverley basement providing 750sq ft. of enclosed space that included the most professional and highest resolution 3D printer in Northwestern Ontario, a computer lab and several innovative programs like public and commercial 3D printing services, science week demonstrations, and teardown Tuesdays where kids and their parents learn how to work with shop tools by taking apart old equipment. Since opening, the TBPL Makerspace has expended to include an open meeting space which hosts  the Innovation Centre’s ‘Learn to code’ program. 

Small Business Zone  – In late 2015 TBPL collaborated with the Community Economic Development Commission and the Innovation Centre to develop a proposal  for a Small Business Zone at Waverley library.  Funding of $100K was awarded by FedNor to develop and support the activities of the Small Business Zone, with $50K being used to establish the Small Business Zone space and $50K being used  to develop the new businesses. The Small Business Zone will meet the needs of local businesses and these could range from simply a space to meet and look professional, to meet up with other small businesses or to access TBPL resources. Their needs may only be a single desk for a few weeks or months, they may suddenly need a lot of space or need to book the meeting space or auditorium for a presentation or project.

	The TBPL Systems are Traditional - TBPL Systems are Traditional because they are still based on rules and regulations which are designed to be disabling. I would argue, for example, that any public library which continues to charge fines has by definition a Traditional System, because research has shown that fines are a major deterrent to library use. At TBPL we continue to charge fines, despite knowing that they are a significant barrier to access. We also continue to operate other arbitrary rules such as fixed loan periods and loans restrictions which tend to disable and limit access. 

	The TBPL Culture is Traditional - Social control and maintenance of the status quo remain the defining characteristics of  the TBPL culture.
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