7

Speech for CALTAC, March 2004

As we look at what is happening in and to libraries today, there are some very familiar patterns that have emerged:

· Limited funding 

· Increasing demands for services – not only traditional services that libraries have always offered, but also lots of new services and new information sources with new delivery modes

· An aging population of library staff

· Facilities that are used up that met the needs of yesteryear, and for the fortunate, new facilities that will carry them into the future.

We all recognize that we live in a rapidly changing world, and that libraries – for all their safe sameness – are changing too. And so are the people who work in them and who use them.  The emergence of learning as an important political agenda has challenged libraries, museums and related organizations to show that they can make a difference, that they add value, that they are central to educational and civic missions
. So as we look ahead to the next generation, Dr Starr urges us to look at the needs of current and potential users, the institutions that libraries are, and the people who staff them.

And because we are service organizations, driven by our users, he reminds us to keep in touch on a continuous basis with what they want, what they use and don’t use, how they use the library as well as how they don’t use the library, and what the library can do to meet their needs.

People we already know see us as:

· Welcoming/open
· Energetic

· Smart
· Savvy

· Respectful of their priorities

· Trustworthy

· Fun

But is this enough?
What do people want?

Dr Starr wants you to know about two studies conducted by the State Library. The first, in 2000, was in preparation for the creation of a statewide plan for the uses in California of federal Library Services and Technology (LSTA) funds through 2007. The State Library commissioned this study to gain an understanding of the State -- its social and political issues, demographics, and economics -- as well as to translate these issues into information needs and new / or revised library services 
Dr Starr established a working group, including state library staff and librarians from around the state who developed a list of 180 visionaries from around the country, including representatives from business, technology, education, politics, libraries, non-profits, media, urban and rural planning, environmental agencies, and transportation.  MetaResearch, an independent research company, was then commissioned to conduct interviews with these people and report on the findings.  

Asked of each were questions concerning:

· Issues impacting American society in the next five years
· Issues impacting California in the next five years

· The role of California libraries in the next five years

· Major challenges facing California libraries 

· Types of partnerships California libraries should pursue

· Identification of the "underserved" and the role California libraries can play in meeting their needs, and

· The role of technology in California libraries
The top 3 issues they identified as impacting American society in the next five years are  the growing economic gap between the haves and have nots; education and the ability of education to provide what is needed to our youth; and globalization in all aspects of what we do.

Top Issues impacting California in the next five years included education and population growth and all the ramifications of serving our diverse populations.

Asked the question: In general, in what ways do you think Libraries could have the biggest impact in the next five years? The greatest responses were:

· Leveraging Applications of Technology

· Increasing Accessibility and Availability

· Acting as a Community Center 

· Having Librarians Adopt a Civic Leadership Role

· Marketing Aggressively

· Promoting Education

· Working Together with All Types of Libraries

Adults
Reaching Out to Non-Users (children, teenagers, immigrants, non-English speakers, computer-illiterates)

Developing Partnerships with Schools, the Media, Corporations, and the   Information Industry 

Providing Training  

Another look at the user community occurred In the Spring of 2001, when Dr Starr convened a group of involved staff at the State Library to take a good hard look at what we do, who we are, and what we should become.  As a prelude to this meeting, Dean Miszynski the director of the California Research Bureau, studied the needs of legislative aides and what they wanted from their library and research services:

· Speed

· Instant gratification/ just in time information

· Currency

· Highly skilled help – both subject and navigational

· Library collections of both published materials and “gray” literature

· Collections available online 24/7 and digital availability of both current and old information sources

· Assistance to use and access materials online.

At the Multi-State Conference held on January 8, 2004, in San Diego, Dave Leach from ProQuest made the following observation: 

•Superior customer understanding will contribute to continued leadership in product innovation – this applies to libraries as well as to vendors supplying them with services.

Dr Starr also wants you to be aware of The OCLC 2003 Environmental Scan that was recently released, that states that we are becoming “A learning society, lifelong learning, learning for life, the knowledge-based economy… This is a common international theme, played out in different social and political contexts.
  So one can conclude that “The needs of the library user are the most important consideration.  Thus, for planning purposes, it is necessary to ask what are the user’s needs and how are they changing.  This, then, provides a context for [considering and] reconsidering library services and collections.”

All of these views are saying much the same thing: as Dr Starr has stated on many occasions, that far from being archaic or obsolete, libraries continue to play very important societal roles, and will continue to do so into the future.

Here are some roles he noted that libraries play:

· Equalizing access in a fragmented society. Libraries have always supported the development of reading, writing and communication skills as well as the development of learning and information skills. 

· Supporting the learning experience. Libraries, museums and related organizations are more consciously providing instruments for self-directed learners and curriculum support materials, and are teaching people to be learners. They recognize their complementarity to the formal learning process. 

· Globalization and regionalization. The library is a gateway to global resources as a “gone digital” organization, but at the same time it acquires strong regional and local purpose—whether as part of a university with business, learning and cultural links, as a state or regional library that assumes the role of disclosing the business, historical and cultural identity of its area, or as community venue for reading sessions, for belly dancing and for meetings of the local genealogical society. 

· The library, historical society and archive have a role in describing the explicit relationships and objects that are evidence and witness of a community and its sense of itself, or rather of the multiple communities that share any library. Local history records, sport, art, culture, and social activities: these can be noted, described and shared. Individually such services provide value; made available as a network resource and brought into the same context of use as other such resources, that value is much enhanced. 

The OCLC Environmental Scan notes that “libraries are an important part of the civic fabric, woven into people’s working and imaginative lives and into the public identity of communities, cities and nations. They are social assembly places, physical knowledge exchanges, whose use and civic presence acknowledge their social significance and the public value accorded to them. In many countries throughout the world, they form a widely dispersed physical network of hospitable places, open to all. Every library is different, but to enter any one is to come home, to experience a “third place” whose mission is defined by service, where people can work unobserved and can develop as they wish. This trusted community role places libraries in a unique position to support the lifelong learner.”

Dr Starr reminded me of the following quotation from Fred Kilgour, the founder of OCLC: 

New applications of technology will enable libraries to shift from their traditional emphasis on the packages of data to furnishing information for decisions and action. Hence, the new technology will provide librarians with the opportunity of developing new concepts of librarianship, having as their main emphasis the provision of information to individuals when and where they need it. Finally, it must be recognized that this new librarianship will evolve step-by-step and in cadence with the cultural evolution of our society.” 

—Fred Kilgour, 1981

Sounds current, doesn’t it? But Fred said this in 1981!

This leads us to consideration of the institution that libraries are, and how they are changing as part of this cultural evolution.  You will hear later from Jane Light (Waynn Pearson/Barbara Custen) about how her library has changed and plans to adapt into the future.  So I will pass on to you some observations from Dr Starr about the changes that both need to occur and are occurring in the State Library.

As one of the oldest agencies of state government, there is a solidness and a presence that other agencies don’t have.  However, as has been seen in other states, all of this is for naught in the face of politics and financial crises.  

· The State Library must be relevant and maintain a persona of relevance.  The ability to use the motherhood and apple pie aura of libraries does not work in saving services if they are not relevant to decision makers

· Service methods of the past – you come to us on our terms or don’t come at all – doesn’t work any more

· Having staff say to legislative staffers “Oh, the library doesn’t do that!” is, and really always has been, unacceptable but even more so now

These all lead to the redefining of the State Library culture: 

· to meet the information needs of state government in whatever manner it is wanted – including on the desktop 

· to identify ways the State Library can participate in the knowledge base of state government, and to develop a culture that anticipates needs rather than reacting to them

· to reorganize functions so that in an environment of continuing staff shortages, that the right staff are retained to do the job of the agency –and  a redefining of what the right positions are for the task

This last one is a particular challenge for us and other public agencies.  For example, we have always had reference librarians – that’s what libraries have – but just because we have them, are they trained in the skills the library needs to achieve its mission, or has the mission changed sufficiently to require a rethinking of what good staffing is?

Recently during the Multi State conference I mentioned earlier, Joan Frye Williams presented her definition of what a successful enterprise or organization is. 

A Successful Enterprise

· Knows, listens to, and respects its audience
· Builds strong, lasting customer relationships 

· Creates and maintains a brand identity

· Hires for attitude

· Is alert to opportunities for improvement

· “Owns” the change management process

· Builds capacity to handle success

Towards the end of that conference, I had a conversation with several directors of CLSA public library systems that serve our libraries around the state.  We were talking about what makes systems successful, and what kind of skills    systems now need to assist their member libraries do what they do best.  

Skills that were identified as needed included:

· program management and oversight – the ability to manage systemwide programs and deal with both libraries and details of making a project successful;

· grantwriting and fund development and the ability to manage grant projects successfully;

· ability to be savvy negotiators for products and services for system members;

· analytical skills to provide data in forms that assist in the decision making process of the system and its members;

· community outreach outside the library community to leverage library assets; and

· Public relations and a grasp of the principles of public awareness. 

In looking at the current staffing patterns, however, they identified the challenge of either retraining existing staff to take on these roles, or changing whom they employed so that they hired people to meet current needs.  This is a really threatening change to small organizations that tend to think of their employees as family, but do corporations in the private sector survive if they don’t have the expertise they need either on staff or on contract?

From Dr Starr’s perspective, the State Library faces the further challenge of being trapped in an ongoing hiring freeze – now almost 3 years long.  And the issue of succession planning facing almost all libraries is reaching crisis proportions due to staff retirements, staff leaving for other jobs and the lack of ability to hire new staff to train for future leadership roles.

He sees us needing staff with vision, energy, people skills as well as ease in using and applying technology, people who are advocates, who can work together and build coalitions, who can participate in teams as either leaders or followers, who understand delegation and are able to delegate appropriately and who are flexible and able to handle change. 

In addition, Dr Starr views the environment in which we operate as being in a state of hyperturbulence – one in which change is especially unpredictable, and the responses to and preparation for change are disrupted by a variety of factors ranging from politics to bureaucracy to terrorism to… whatever else you can think of.

John Kotter, Harvard Business School professor and author of Leading Change, says that when a crisis develops, people tend to react immediately to try to solve it. “Conducting business as usual is very difficult if the building seems to be on fire,” wrote Kotter. “But in an increasingly fast-moving world, waiting for a fire to break out is a dubious strategy.”

This corresponds to Meyer, Goes, and Brooks, article on organizations reacting to hyperturbulence, in which they state that:  Managing in changing conditions is qualitatively different from managing under steady-state conditions.  

Two important messages for managers…are that 

1) hyperturbulence, which is likely to occur with increasing frequency, demands that organizations adopt radically new strategies in order to survive, and that 

2) hyperturbulence is survivable and presents unique opportunities for top managers who are prepared to reinvent their organizations.

In addition, this study found that:

· The best defense is a strong offense: performing effectively during tranquil periods probably remains the best preparation for discontinuous periods of hyperturbulence.  

· that the discontinuous or erratic environmental and external changes placed paradoxical demands on organizations, and organizations that were habitually efficient and flexible not only survived but were stronger.

They concluded that revolutions create entrepreneurial opportunities by redefining potential niches and opening ecological space for new strategies and structural forms. It is up to us to take advantage of them.

Dr Starr has observed that the next generation of libraries, and the library staff who manage them and provide services, are challenged to meet and anticipate the ever-changing demands of the public they serve, while dealing with all the constraints that surround how they do business.  They will need to cultivate risk taking, be open to opportunities for innovation, be willing to learn from other fields and cultures, and be open to hiring individuals with diverse skills but who share their cultural values.  

An additional aspect is the impact that these changes within library organizations will have on the institutions that prepare people to work in libraries.  Therefore, creating dynamic linkages between library schools, library technology programs at community colleges and other specialized training programs is essential so that schools are preparing people to be the kind of skilled staff that library service will continue to demand. We will need people who are able to become our future leaders. 

And, as a final comment, Dr Starr made the observation that depending on the time, place and politics, the type of leader that an organization has, can and should change.  There are times when a charismatic leader, a political leader, is just the ticket for making the organization’s mark on its environment.  But he also observed, that there are other times when leaders well grounded in the theory and practice of management are not only more appropriate but also more effective.  In saying this, he challenges library leaders to assess not only what is needed in the next generation of librarians to follow but also to assess the leadership that will most ensure the success of their libraries to serve their users into the future.
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