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Dear Library Trustee,

Congratulations on your appointment as a Trustee of your public library! As you embark on
this important role in your community, | would like to express my appreciation for your
willingness to work to provide exceptional public library service to all residents. The public
library is the heart and soul of every community, and the Board of Trustees ensures that it
remains strong, vibrant and relevant to users with a wide variety of needs, hopes and
dreams.

The library is open and welcoming to all, serving the educational, recreational and
informational needs of its community. Its roles in educational support, family literacy,
economic development, and as a community anchor cannot be overstated. With your
commitment to advocating for library resources and to advising and supporting the library
administration and staff as representatives of your community, our libraries will continue to
be strong and successful across North Dakota.

Library Trustees own a special place in my heart, as they freely contribute their time and
energy to a Board because they believe in the importance of free and strong public
libraries in their communities. This generosity and dedication is vital to our success. You
are a wonderful example of the difference one individual can make in the world.

On behalf of my colleagues at the North Dakota State Library, | extend my gratitude for
your leadership and service. We hope that this Trustee handbook will be helpful during
your tenure on the Board. Please call on us if we can assist you in any way.

Mary Soucie, State Librarian
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A Trustee is part of a decision-making team that includes the rest of the Trustees and the
Library Director. For a Board to function effectively, all members must bring enthusiasm,;
preparation and dedication to the task; and have a firm understanding of the different roles
played by the Board, the Director, and the library staff.

This handbook consists of basic information needed by you, the Trustee, to be an effective
Board member and library advocate. Each chapter includes sources of additional
information that may be utilized if you run into an issue or question not addressed.

Since the governance models of North Dakota libraries are quite varied, the information
supplied in various chapters won'’t necessarily apply to your type of library. It is the
responsibility of each North Dakota library to understand its legal status based on its
establishment documents. We recommend that you consult your library’s attorney if you
have any questions about how the laws apply to your library. The information presented in
this handbook is in no way to be considered as legal advice.

If you are unsure of the type of library you represent, you can:
e Ask your library system director
e Contact the North Dakota State Library

This handbook can be used in a variety of ways. Specific chapters may be referenced for
continuing education at Board meetings or to explain the role of a Trustee to a potential
recruit or new Trustee. Your local funding agencies may also appreciate an overview of
certain topics.

Each chapter has its own focus and can be used individually as a:
e Reference for specific questions
e Discussion starter for exploring topics that the Board is interested in learning more
about
e Guide to further resources on specific topics

Don’t forget the appendices! There are several templates and forms that you can make
your own at the end of the handbook.

You are embarking on important work that will have an impact on your community for
years to come. Best wishes for a rewarding and effective term of service!
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Public libraries are vital community centers dedicated to lifelong learning. The success and
achievements of public libraries depend upon the leadership, commitment and dedication
of their Trustees. Library Trustees have legal and fiduciary obligations to ensure that all
public libraries provide the highest quality of library service. Being a Library Trustee means
that you have been entrusted with the welfare of an important community institution
capable of serving everyone in your community. As guardians of the public trust, a
Trustee’s first loyalty is to the library and the community it serves, and not to the municipal
or county government.

A Library Trustee maintains core knowledge about his or her position, including the:
e Organization of the Board

Mission and bylaws of the library

Library services and available resources

Information needs and interests of the community

How to work effectively in a group

Services and resources available from the State Library and state and national

library trustee associations

National library trends, standards, and developments

Library terminology

Library law

Legislation affecting libraries and pending legislative developments

The Library Board’s Role

It is the role of the Board to:

e Support growth of library services to the community, remembering that the goal is
not to save the community money but to spend funding wisely for efficient and
effective library service
Advocate for excellence and adequate funding
Obey local, state, and federal laws
Devise a strategic plan for library services and update it every 3-5 years
Conduct analyses of the community and its needs and implement responses to
those needs
e Build Board policies and procedures to work together effectively on behalf of the

community for needed library services
e Hire a competent professional Library Director and conduct a formal evaluation of

that Director every year
¢ Provide a model of exemplary performance of a public body functioning as a part of
government

A Library Board’s success is owed to the leadership ability and commitment of each
member. The most important work of the Board is conducted at Board meetings. Most
importantly, individual Trustees have no legal authority over the library. Any change in
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policy or other governing act must be brought before the entire Board. The Board only has
authority when it makes a group decision in a legally constituted meeting (See Open Public
Meetings Laws).

Every Board should have a set of policies and procedures for its own governance and
operation just as it does for the operation of the library. These are called bylaws and they
give the Board its framework for operation. Bylaws may not supersede state library law
and should be reviewed and updated every two-to-three years. Bylaws are defined as
regulations made by a public association for the regulation of its own local or internal
affairs and its dealings with others or for the governance of its members.

Among the keys to success for a Board are:

e A Board composed of Trustees giving as equally as possible of time and talent

e Officers following procedures and accepting their leadership roles

e A presiding officer who knows the appropriate use of parliamentary procedure to
move meetings and to allow and encourage full participation of every Trustee

e Bylaws and procedures which cover typical situations and assign functions

e Meetings held frequently enough to do the work without rush but planned to move
along

e Agendas that quickly cover the routine, then proceed to plans, reports, and issues

e Minutes that offer a fair and truthful written record of formal actions and decisions

e A Director willing to work with the Board to make meetings productive & a Board
that considers the Director integral to its actions and achievements

e A Board that welcomes public interest and the media, and encourages public
attendance at its meetings

e A Board that sees itself as representing and reflecting the community

Board Committees

Many Boards find their operations run much more smoothly by creating a structure of
committees, each consisting of several members (note that committee meetings are
subject to North Dakota’s Open Public Meetings Laws). Committees can discuss and
investigate matters, then bring them before the entire Board for discussion and approval.
Board committees are advisory bodies that make recommendations to the entire Board for
consideration and action. Some common committees are Finance, Personnel, Building and
Grounds, Community Relations, and Policy. These committees are established in the
bylaws for such specific purposes the business of the Board requires and have no power
other than advisory. It is a best practice for committee reports to be written and submitted
to the secretary for filing. Boards have regularly scheduled meetings, at least quarterly
(Boards of larger libraries in more populous areas will meet more frequently). Special and
committee meetings may be called as necessary at times that are convenient to members
and that comply with open meeting laws.

Policies and Procedures for the Operation of a Board

A Board should accept, adopt, and follow orderly means of doing business and carrying
out functions and responsibilities. There is often some confusion between policies and
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procedures. Generally, policies are those statements which establish firm and usually long-
term positions to which the Board adheres. Procedures are the details or steps for carrying
out those policies. If the Board does not have a policy manual for its operation, begin by
going through the Board minutes for motions, which established policies in the past. There
may also be a file of policies in the library or in the Board files, which can be reviewed and
expanded. In any case, determine what policies are needed for your particular library.
Thereafter, the Board should use the manual as reference and review its provisions,
revising as necessary. Boards have multiple members in order to tap the thinking of more
than one person. Allow for many opinions but arrive at one conclusion in a concerted
action.

The checklist below includes most of the procedures a Board should adopt for its own
efficient operation.

e Establish regular times, days, dates, and places for the meetings and the methods
for temporary or permanent changes

e The agenda: who prepares it, when and in how much detail, to whom is it distributed

e The minutes: who records minutes, in what format, approval procedures, and
method of filing as public documents

e The officers: titles and basic responsibilities, method of naming, terms of office -
One way to do this is to create a committee within the Board once a year to
recommend candidates for each office needed, with the final determinations made
by a vote of the Board

e The Director: relationship to the Board, role in Board meetings, expectation for
reporting

e Legal responsibilities: a listing of those items which the Board must handle, use of
legal counsel

e Records: records to be kept and how access to them is ensured

e Reports: required or expected reports from the Director according to law and Board
wishes, reports from committees, reports by Trustees on work conducted on behalf
of the Board, reports on continuing education

e Budget: an outline of the process with a timetable, role of the Board in the sequence

e Financial: figures the Board expects to see. It's not necessary nor productive for
every Board member to review every bill. Rely on staff, the treasurer, or a
committee

e Who speaks for the Board? It is important to assign the president the responsibility
for representing the Board, especially to the media

e Committee job descriptions: for standing and ad hoc committees to establish
assignments

Recommending New Trustees

Some Trustees serve for many years on a Board, however it is important for a Board to
think about succession planning. New Trustees can provide a fresh perspective and create
an infusion of energy and interest, along with an updated technical skillset to the Board
and library. When bylaws or community procedures expect limited rather than limitless
service, Trustees should be prepared to help find their successors. Trustees should help to
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build the Library Board with replacements carefully trained and selected. Boards and
librarians usually exercise influence on the selection process even though the decision is
that of an appointing body. If Trustees have carefully cultivated relations with appointing
officials, they will be able to make suggestions when appointments are made. Boards
would do well to talk about the next round of Trustees — to think of good people to
recommend for appointment — and how to recommend the best possible new Board
members. In each community, the specifications will vary depending on the role and status
of the library.

Boards can help appointing officials make good Trustee selections by describing the kind
of person or skillset needed, and Boards may even recommend specific persons with
proven interest. It is helpful to talk to appointing officials about the qualifications of Board
members. What does a Trustee do? How much time does it take to be an involved
Trustee? What are the skills and characteristics most vital in a candidate? Consider giving
your appointing authorities a checklist of desirable skills and characteristics along with a
cover letter outlining the importance of effective Trustees. Your influence and that of the
Director depends on how Trustees are seen by the officials. If you have stressed the
importance of the library, and thus the role of Trustees in a community’s success, hopefully
you will be asked to make recommendations. If you use your influence to stress the
importance of a hard-working, knowledgeable Trustee of whom the community can be
proud — you'll cause officials to think about appointments. And when the appointment is
made, you will have the chance to foster a capable Trustee by the example of a working
Board doing its job on behalf of the community.

Sample Library Trustee Job Description

Even though serving as a Trustee or county library commissioner is a volunteer position, it
requires the same hard work and willingness to learn as does a paid job. A written job
description may help potential Trustees understand the roles and responsibilities of the
position. The following sample job description for a public library Trustee shows what
should be included.

Summary: provides governance for the Public Library; establishes policy; sets goals and
objectives; hires and evaluates the Director; establishes and monitors the annual budget;
signs necessary contracts; exercises such other powers, consistent with the law, to foster
the effective use and management of the library.

Responsibilities include:

e Hires, sets salary, evaluates and supervises a qualified library Director to implement
Board decisions and directions and to carry out day-to-day operation of the library
and its programs and services

e Participates in the ongoing responsibilities of the Board, including establishment of
library policies and planning for current and future library services and programs

e Determines and adopts written policies to govern the operation and services of the
library; works with Director to establish short and long range goals for the library
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Attends all regular and special meetings of the Board, and participates in
committees and activities as necessary; attends appropriate library functions
Sets an annual budget and approves expenditures of funds; monitors budget and
expenses throughout the year

Understands pertinent local, state, and federal laws; actively supports library
legislation in the state and nation

Advocates for the interests and needs of the library

Represents the interests and needs of the community

Acts as a liaison to the public, interpreting and informing local government, media
and public of library services and needs

Lends expertise and experience to the organization; maintains knowledge of library
issues, laws, and trends as well as their implications for library use

Reviews and signs necessary contracts

Reports activities to local officials

Is interested in the library and its services

Has the ability and time to participate effectively in Board activities and decision
making

Is able to represent varied needs and interests of the community and of the library
Has strong interpersonal and communication skills

Has the ability to work with governing bodies, agencies, and other libraries

Has the ability to handle opposition and make decisions in the interest of library
service

The Trustee’s Job

It is the job of the Trustee as an individual to:

Serve as part of a Board on which every Trustee participates

Give the time and attention the job requires

Study problems and issues, and contribute to discussions to resolve them
Retain an individual perspective in order to represent the many groups and
individuals in the community

Contribute to making decisions and accept compromise when valid
Complete continuing education annually

Relay news about the library to the community and generate support and
enthusiasm among the public

Reinforce the important role Trustees play in governing the library

Work within the Board structure to achieve goals the Board has selected
Insist that the Board and staff behave professionally

Trustee Expectations

A Trustee is expected to:

Obey local, state, and federal laws
Support the library and Library Director

10
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e Attend all regular and special meetings of the Board; plan to avoid conflicts with
other activities

e Give time outside of meetings for the work of the Board

e Participate in discussions; read the agenda and material supplied in advance

e Be a member of the Board rather than operating independently, but contribute
individual opinion and knowledge to decision making

e Stand by decisions of the Board, or seek to change them with reason

e Know your library: its mission, goals, and objectives; its services and programs; its
Director and staff members; and its budget details

e Promote and represent the library in the community; be an advocate for library
service; work to make needed services possible

e Know the community — its many groups and elements; represent the entire
community's interests

e Accept assignments for committee work, lobbying, and public relations activities

Personal Characteristics Important in a Trustee:

e Willingness to give time — and having the time to give

e Ability to work with others

e Understanding of the library’s place in government; knowing or learning about
budgets, sources of funding, concepts of current library service

e Ability to make speeches, be persuasive, talk to people

e Participation in community groups to represent community needs

e Willingness to share skills (but not to serve in any professional service capacity that
might create a conflict of interest, e.g. as the Board'’s attorney)

e Willingness to compromise, but not on ethical questions or legal points; ability to
organize facts and discuss problems calmly

e Willingness to take on assignments

e Having a record of community effectiveness and of achievement in other groups

e Respect for the work of others and the recognition and rewards which good work
should bring

Personal Characteristics NOT Important in a Trustee

While there are many skills and characteristics, which you might want in a Trustee, some
are not necessary, such as legal or financial skills. While these backgrounds may be useful
in discussions, it is not a best practice for Trustees to be the Board's practicing attorney or
accountant. Conflicts of interests are all too easy when Trustees try to play two roles.
Other inessential skills include:

e Being a reader or a library user. Although being an avid reader and a frequent
library user is very desirable, it is not required. What is important is that Trustees
understand the importance of a library to a community and know how the
community wants to use the library.
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e Having money. Boards often look for someone who is wealthy. It's far more
important to have roots in the community and try to represent the needs of all
community populations.

e Being a college graduate. Many Library Trustees have a good educational
background, but some of the best are those who recognize the value of education
obtained from many sources, especially the library. Hire a professional librarian as
the Director and let the Trustees come from varied backgrounds.

e Having special interests. It may sound helpful to put a Trustee on a Board for a
special purpose, but this may not be the case. A Trustee who is the resident expert
on children's services or vitally interested in resources for business or hooked on
computers is valuable only if not deferred to in decisions. Broad interests and
representative Trustees provide a better base.

A successful Trustee Board starts with engaged and informed Trustees. A strong Board is
then built one Trustee at a time, keeping in mind all of the skill sets discussed above.

12
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Understand How the Board’s Role and the Library Director’s Role Differ

The Board of Trustees and the Library Director are both involved in library governance and
policy development, financial management, and personnel administration. However, the
type and level of involvement must be clearly differentiated in order to avoid conflict and for
the library to operate professionally and effectively.

Typically, the Board establishes overall personnel policies such as guidelines for salary
and benefits, hiring practices, and other personnel actions unless the library is part of a
town/city and must follow municipal policy. If the library is part of a municipal system that
maintains authority to hire the Director, the Board hires the Library Director and sets salary
and benefits.

Your public Library Director is the department head of a city service and is responsible for
the day-to-day management of the library. The Director acts as the professional/technical
adviser to the Library Board on policy, finances, planning, library performance, and more.

Some of the ways the roles of the Library Director and the Board differ are:

e The Library Director may suggest or draft policies. It is the Board that actually
adopts the policies. Once a policy is adopted, the Director and staff carry it out as
they operate the library.

e The Board hires and evaluates the Library Director while the Director hires and
evaluates other staff.

e The Library Director may draft a budget request; the Board officially adopts the
budget.

Use the chart below to openly discuss the Board’s role and the Director’s role. Most
conflicts can be avoided if the Board and Director understand and respect each other’s
roles.

Duties and Responsibilities of the Board and Library Director

Library Board Library Director

Staff: Employ a competent and qualified

librarian. Includes recruiting, hiring and Staff: Recruit, hire and annually

annually evaluating the Director based evaluate library staff based upon well-defined
upon a well-defined job description and job descriptions and expectations. Suggest
expectations. Adopt personnel policy and improvements needed in salaries, working
set adequate salary and benefits for all conditions and personnel policy.

staff.

Policy: Determine and adopt written Policy: Carry out the policies of the library as
policies to govern the operation of the adopted by the Board. Recommend policies to
library. Library Board.
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Planning: Determine the direction of the
library by studying community needs. See
that a plan is developed for meeting needs
and that the plan is carried out.

Planning/Management: Suggest and carry
out plans for library services. Manage day-to-
day operation of the library. Design library
services to meet community needs/interests.
Report library’s progress and future needs to
the Board.

Budget: Examine budget proposed by the
Director; make revisions as needed;
officially adopt the budget; present library
budget to mayor/city council. Review
expenditures in accord with budget,
amending line items within the budget if
needed.

Budget: Prepare and submit to Library Board
a budget request based on present and
anticipated needs. Maintain complete and
accurate records of finances. Expend funds
based on approved budget.

Advocacy: Advocate for the library through
contacts with general public, civic
organizations, and public officials. Attend
city council meetings to keep council
informed on library activities. Work to
secure adequate funds to carry out the
library’s services.

Advocacy: Advocate for the library through
contacts with general public, civic
organizations, and public officials. Attend city
council and/or county supervisor meetings.
Work to secure adequate funds to carry out
the library’s services.

Legal Issues: Be familiar with library
ordinance as well as state and federal laws
affecting the library.

Legal Issues: Be familiar with library
ordinance and keep Board informed on laws
affecting the library.

Continuing Education: Participate in
continuing education activities and
encourage the Library Director to do the
same. Participate in orientation of new
Trustees.

Continuing Education: Participate in
continuing education activities and
professional organizations; encourage
continuing education for library staff.
Participate in orientation of new Trustees.
Provide and/or see that new Trustees receive
an orientation to the library.

Communicate with the Library Director

Communicate with the Library Board

Collection Development: Adopt collection
development policy.

Collection Development: Select and order
all books and other library materials and
resources.

Board Meetings: Regularly attend Board
meetings; conduct affairs of Board at
regularly scheduled meetings.

Board Meetings: Attend Board meetings;
prepare written progress report; provide
information as needed/requested by Board.

Board Member

Recruitment: Recommend

gualifications and candidates for Board to
mayor/city council. Notify city of Board
vacancies.

Board Member Recruitment: Assist in
developing qualifications for new Trustees.
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Working with the Library Director

Human relationships determine the inner climate of the library. Every effort should be
made to maintain cordially cooperative and mutually productive relationships. Chief among
these relationships, because of its effect on the overall library administration, is that
between the Library Board and the Library Director. The working relationships that prevalil
within the library determine the attitudes of librarians and staff, which in turn determine the
quality of service offered to the public.

The Board delegates all library management responsibility to the Director. The Board’s job
is monitoring the Director’s effectiveness in providing library service to the community. This
system is effective because it has a Board of Trustees who represent the interests of the
community and a qualified Director who has the skills to make the library run efficiently
within the parameters set by the Board. How much does the Board do and what are the
responsibilities of the Library Director?

There are several ways to clarify responsibilities:

e Look at the relationship with the Director as a partnership between the Board and
the Director in providing the best library service to the community.

e The Board members’ duties can be defined loosely as dealing with issues that affect
the whole library and its position in the community. The Board sets parameters of
how the library will operate. Then the Director’s duty is to carry out the day-to-day
functions (procedures) of running the library within the parameters (policies) set by
the Board.

e Open communication prevents confusion and conflict. Board members and the
Director must feel free to discuss their respective roles.

The Director is a valuable resource to the Board on all issues and often the leader on
many issues that come before the Board. The Director should attend all Board meetings
and be encouraged and expected to make well-supported recommendations on all issues
that come before the Board. The Director should be expected to take part in deliberations
to help the Board make decisions in the best interests of the library service to the
community.

Although the Director is responsible for the management of the library, the Board retains
ultimate responsibility. It is the right and responsibility of the Board to request from the
Director all information necessary to fulfill the Board’s governing responsibility. It is the
Director’s obligation to report to the Board accurately and completely about how the library
is being managed including problems, plans, and progress.

The Director is responsible to the Board as a whole, but not responsible to each Board
member individually. Individual Board members, including the Board President, have no
power to make demands or give orders to the Director. This does not rule out individual
Board members asking the Director for clarification about issues facing the Board or
discussing with the Director concerns that individual Board members may have. The Board

15
North Dakota Public Library Trustee Manual



must speak with one voice when delegating to the Director, when giving direction to the
Director, when requesting information. The Director must serve the Board as a whole in
order to manage the library efficiently.

Evaluating the Library Director

Just as the Library Director regularly evaluates the staff, it is the responsibility of the Board
to regularly evaluate the Library Director. Trustees evaluate the Director all of the time—by
what they see in the library, what they hear from the public and what they perceive as the
library’s reputation in the community. But that informal consideration does not take the
place of a formal review of the Director’s performance. The best way to evaluate and
monitor director effectiveness is by providing a good job description for the Director and
then doing a formal, annual evaluation to determine how well the Director is meeting the
job description and accomplishing library goals.

An annual evaluation:

e Provides the Director with a clear understanding of the Board’s expectations
Ensures the Director is aware of how well the expectations are being met
Serves as a formal vehicle of communication between the Board and Director
Identifies the Board’s actual concerns so that appropriate action can be taken
Creates an opportunity to review and acknowledge the Director’'s accomplishments
Documents annual accomplishments of the library
Demonstrates sound management practices and accountability to municipal officials
and the community

The format and procedure for director evaluation must be worked out by each Board, but it
is important for each Board member to understand what is appropriate and inappropriate
for the evaluation. The method used should be agreed upon by the Board and Director at
the beginning of the evaluation period so it is clear to both the Board and Director what the
basis for the evaluation will be.

Acknowledge and reward good performance; work with the Director to correct inadequate
areas of performance. If problems arise with the Director’s performance during the year,
the Board should discuss these problems with the Director at that time, along with possible
solutions. At the time of the annual evaluation, there should be no surprises.

Make the evaluation a positive effort to communicate better with the Director. A written
evaluation allows the Board and the Director a system to communicate about how to make
the library better. Look as much for what the Director does well as for areas that need
improvement. Then, the cycle starts again by deciding the basis of the evaluation for the
coming year’s performance.
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Evaluation Criteria

Your community, the library and the Board’s priorities will determine what factors to
consider when evaluating the performance of the Director. The following list gives you
some points to consider.

Preparing and managing the budget:

e |Is the preparation work completed in a timely manner for the Board?
Does the budget cover all necessary expenses?
Are funds allocated or reserved for unanticipated contingencies?
Are the funds allocated effectively?
Are major corrections to the budget during the fiscal year avoided?

Managing the staff:
e Are positive management/staff relations maintained?
e Are fair and equitable policies proposed for Board adoption and then fairly
administered?
e Have grievances been filed? If so, what is their nature?

Keeping current:
e Are innovations in service delivery and technology studied thoroughly and
implemented if they fit the needs of the library and are proven to be cost effective?
e Does the Director maintain current knowledge of best library practice?
e Is the staff encouraged and assisted in learning about best library practice?

Collection management:
e How adequately does the library identify needs and interests in the community and
translate these into the library’s collection and services?
e Have priorities been established to enable the library to respond to a potential
budget cut?

Implementation of Board decisions:
e Are Board decisions implemented on a timely basis?
e Once Board decisions have been made, does the Director support and not
undermine them?

Use of the library:
e How effectively are the current and new services of the library communicated to
the public?
e Are circulation trends, program attendance, reference questions, Internet use and
other uses of the library analyzed with appropriate action taken?

Staff selection:
e Is the selection process designed to ensure that the best person is hired?
¢ Is the selection process consistent with legal requirements?
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Development of staff:
e Does staff receive training adequate to perform their jobs?
e |s staff encouraged to develop career goals and/or goals for learning new skills?
e Does the Director promote staff development and support it with funding?

Use of staff:
e Have peak service hours been identified and staff assigned accordingly?
e Are staff functions analyzed periodically with the objective of combining or
eliminating tasks or creating new assignments?
e Are staff workloads equitable?
e Are job descriptions current?
e Does the Director conduct regular performance evaluations?

Planning:
e Does the library have a current plan and does the plan reflect Board priorities?
Is the plan updated to reflect changing circumstances?
Are the Director’s activities and accomplishments consistent with the plan?
Is the plan flexible enough to allow for changing circumstances?
Does the Director provide enough information to the Board about implementing the
plan?

Miscellaneous rating factors:

e Are “hard decisions” made and implemented or are they deferred or ignored?
Does the Director display initiative?
Does the Director make decisions objectively or do personal biases intrude?
Is the Director open with the Board about both accomplishments and problems?
Does the Director set an example for other staff through professional conduct, high
principles, good work habits, etc.?

As stated earlier, the format and procedure for director evaluation must be worked out by
each Board and should be agreed upon by the Board and Director at the beginning of the
evaluation period.

Dismissing the Library Director

Probably the most painful situation a Public Library Board can face is the dismissal of the
Library Director. Boards that hire carefully, communicate well, nurture positive working
relationships, and evaluate effectively should not have to experience this unpleasant task.
When all potential solutions have been tried and the problems still cannot be resolved,
dismissal is a last resort.

Directors are usually dismissed only after serious infractions of Board policy, violation of
the law, or very poor performance coupled with unwillingness or inability to improve. It is
important that reasons for dismissal are carefully documented. The Board has a
responsibility to ensure that personalities and biases are not factors in any dismissal
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decision. The dismissal and/or appeals procedure should be described explicitly in Board
policy and allow the Director a full hearing to discuss specific charges. A Board should not
begin a dismissal process unless it understands the implications, has consulted with the
appropriate local government officials, believe its position is defensible, and has obtained
appropriate legal advice from an attorney. Working with the community’s HR staff is very
helpful in this process to ensure all procedures are followed correctly.

The following factors should be considered prior to making a final decision to dismiss a
Library Director:

e Was there notice given to the employee?
Was the reason for termination reasonably related to library employment?
Was there an investigation and documentation?
Was the investigation fair and objective?
Was there proof of a violation?
Is there equal treatment of other library employees in similar situations?
Is termination of the Library Director an appropriate disciplinary action? Even if the
Library Director has done something wrong, has been given notice, and has not
ceased the activity, is termination too harsh a penalty? Or would some other
consequence be more reasonable?

The Board's Relationship with Library Staff

The only employee who reports directly to the Board is the Library Director.

Understanding the nature of the relationship between the Board and other staff members
will prevent organizational problems and contribute to a smooth running library. While the
Board should strive to create a climate of cordiality and friendly interest with staff,
members should not personally intervene in matters between the staff and supervisors.
Decisions by the Board affect working conditions, salaries and benefits, and other
personnel matters.

The Director is responsible for hiring, supervising, evaluating, and, if necessary,
disciplining and dismissing staff. The Director is accountable to the Board for the
performance of all staff. Employees need to clearly understand the authority of the Library
Director, who is accountable to whom, and who has responsibility for what.

The Board hires the Director to be the expert in management of the library, including the
management of all other personnel.

e The Board has no direct responsibility for day-to-day supervision of staff other than
overseeing the Director.

¢ Board members have no authority to issue orders to staff or make demands of
staff except through the Director.

e The Board has no direct responsibility for assessing staff performance other than
the Director's.
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Staff members may sometimes go around the Director and take concerns and

complaints directly to the Board or to individual Board members. It is the Board member’s
responsibility to remind the staff member about the proper procedure for concerns or
complaints. The Board does not act on complaints from the staff, except through a
grievance procedure outlined in Board policy. Concerns or complaints that come directly to
Board members should be reported to the Director for resolution.

As a Board member, you should show concern for the well-being of staff. Encourage
retention of good staff by budgeting for competitive pay and benefits and for training and
continuing education. Work with the Director to recognize and acknowledge good staff
performance and say thanks to staff through specific Board action.

Examples of when Board members may interact with staff include:
e In committee settings
In the planning process
When staff are asked by the Director to make reports at the Board meeting
If Board members volunteer at the library
During library social events

Hiring a Library Director

One of the most important functions of a Board of Trustees is the hiring of a competent
Library Director. It may, in fact, be the most important single act undertaken by the Board.
Not only does it directly affect the future of the library, it also forces the Board to step back
and take a look at itself and the library. This informal evaluation process can result in new
perspectives regarding the library's role in the community. Trustees should be aware of
current practices in the profession, requirements imposed by your State Library’s public
library standards, the current needs and direction of the library, and competitive
professional salaries and benefits.

What Do Public Library Directors Do?

Before hiring a Library Director, the entire Board should have a good grasp of what a
public library Director does. The Library Director is the department head of a city service
whose responsibilities include:

e Acts as professional/technical advisor to the Library Board of Trustees on policy,
finances, planning, library performance, laws effecting libraries
Hires and supervises personnel
Implements Board policy, interprets library policy for the public
Administers the library budget
Develops the library collection (“collection” is everything the library has on hand for
its customers: books, DVDs, CDs, magazines, newspapers, subscriptions to
electronic resources, puppets and more)
e Manages library services and programs
e Directs and provides outreach services to the community
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e Manages and maintains the library facility/building, computer technology, the
library’s automation system and other library equipment

e Represents the library in the community and promotes the library and its services

e Teaches the community how to access, evaluate and use information resources

As you can see by the list of responsibilities, hiring a Library Director is one of the most
important duties of the Library Board.

In small cities with few or no other library staff, the Library Director serves customers
directly and may also:

e Provide pre-school story time to build early literacy skills in young children
Help students find resources to complete school assignments
Help readers find a good book
Find answers to questions from customers
Handle circulation

To ensure that the most qualified candidate is hired, it is critical that the Library Board
follow standard hiring procedures as outlined below.

Preliminary Assessment

The Board must reach consensus on what they want a new Director to accomplish and
what qualifications are needed in a Director for the library at this point in time. They should
also consider what the library has to offer the Director. Offer the best salary possible to
secure the services of a qualified person. Consider any added incentives or challenges
offered by the job opportunity.

In order to do this, the Board needs to discuss the following questions:
e What is the role of the library in the community?

Have community needs changed? Has the library kept pace?

What direction does the library need to go?

What qualifications are needed in the next Director?

What is the reason for the job opening?

Was the previous Director dissatisfied? Why?

Was the Board dissatisfied with the previous Director? Why?

Develop a Timeline

A timeline should be established which includes:
e Appointment of the search committee
¢ Review of the job description and writing the job announcement
e Date that the job announcement will appear on websites and/or in newspapers,
journals
e Deadline for applications
e Time to review applications and decide on persons to interview
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e When to interview

e Time for the Board to make a decision and offer the job to the candidate
e Time for the candidate to respond

e Anticipated starting date for the new Director

Search Committee

The Board as a whole can function as the search committee. An alternative is to form a
committee of Board members, staff and community members to review the applications
and recommend candidates for the Board to interview. If a search committee is appointed,
be sure the duties of the committee and the deadlines are clear.

Job Description

The job description should indicate the minimum requirements for education and work
experience. The job description should also include any desirable areas of expertise and
work experience. All minimum requirements and desirable qualifications must be job-
related. The Board should not hire a person with less than the minimum requirements.
Obtain a copy of the current job description from the current Library Director, the acting
Director or the city. If no written job description exists, the Board will need to write one
before continuing with the hiring process. Review it to ensure that it meets current
requirements including:

e Areas of responsibility
Specific duties
Minimum requirements for education and work experience
Desirable areas of expertise and work experience
Salary and benefits
Whether there is a period of probation
Expectations for successful job performance
Physical/environmental requirements of the job
Certification requirements

Salary

The first step in achieving pay commensurate with the work performed, referred to as “pay
equity,” is to understand the job duties and responsibilities. It will help to re-read the
previous section, What Do Public Library Directors Do?

Too often the work of Library Directors and staff is not understood, is undervalued and is
not compensated fairly. In other words, many Library Directors (and staff) receive lower
pay than other employees who do comparable work. In some libraries, the Director’'s
position might be comparable to the city clerk; in another city, it might compare to another
city department head. In any case, pay for the Library Director should be comparable to
city/school district positions with similar education requirements and responsibilities.
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A caution...Library Boards and Directors often ask about salaries of Directors of nearby
libraries of like size. While that can be useful information it should not be the sole basis for
decisions on salary for the Library Director. Because low pay is a common concern among
libraries, comparing to other libraries’ salary schedules is often comparing to equally low
salaries that don’t adequately compensate for the work performed.

Advertising the Position

The job description should be used to write the job announcement. The job announcement
should be as comprehensive as possible. Provide a description of the position, required
education and experience, and desirable areas of expertise and work experience. Include
the salary range and benefits, a brief description of the library and community, where to
send applications, and application deadline. Request a resume and professional
references.

Many cities have policies regarding what types of advertising must be done, and they may
also have a budget for it. If your city has a Human Resources Department, check the
department before placing ads.

The job opening should be publicized widely. If the Library Board is considering hiring a
Director with a master’s degree in Library Science, advertise in-state through Job Service
North Dakota and regionally through MPLA’s Jobline, notify library schools, and consider
purchasing an online ad through the American Library Association.

Reviewing Applicants

As applications arrive, each should be marked with the date of arrival to determine whether
it falls within the deadline. Applications should also be acknowledged (such as via email)
by the search committee. Before applications are reviewed, criteria should be developed
and used to rank them. It is helpful if a form is developed to screen and compare each
applicant’s qualifications to the requirements of the position. Some qualifications to
consider are:

e Education
e Public library experience
e Management or supervisory experience

Candidates who satisfy the requirements for the position become part of an official pool of
applicants for further consideration. The search committee should be able to agree on
three to five candidates to be called for interviews. A phone interview with preliminary
candidates may be helpful to determine final interviewees.

Information for Candidates who Will be Interviewed

Prior to the interviews, provide candidates with the library mission statement;
planning document; budgets for the last several years; size and description of community;
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information about employers, shopping, schools, churches, recreation, higher education,
and any other information that will inform candidates about the library and community.

Interview

Determine the team from the Board, usually three to five Trustees, who will conduct the
interviews. Designate one person to handle the planning and scheduling of the interviews.
Identify what expenses will be paid or reimbursed for each candidate.

Develop a list of questions to be asked of every candidate interviewed. Topics to cover in
the interview include management and fiscal philosophy, intellectual freedom, technology,
trends, the library’s role in the community. It is illegal to ask certain questions of
candidates, such as marital status, age, family plans, etc. For more about interviewing, see
Job Service North Dakota. If your community has a Human Resource employee, it is
helpful to include them in the process. Another resource is A Library Board's Practical
Guide to Finding the Right Library Director by the Outagamie Waupaca Library System in
Wisconsin.

As part of the interview, arrange a tour of the library, a meeting with staff, and an
opportunity for the candidate to learn about the community.

Evaluating Candidates who were Interviewed

Use an evaluation form to record candidate responses and Board member impressions.
Once all of the finalists have been interviewed, the search committee should discuss and
rank the finalists. Some qualifications to consider in ranking candidates are:

e Attitude of service to the community and enthusiasm for librarianship

e Philosophy of library service attuned with that of the library’s mission statement

e Ability to explain how his or her experience and talent can be used as Library
Director

e Understanding of the role of Trustees

e Successful record of working with Board and community leaders, and supervising
staff

e Willingness to become involved in the community and ability to be comfortable in
relations with the public

e Knowledge of basic principles such as intellectual freedom

e A reasonable grasp of the library’s situation, budget and plans based on information
supplied to the candidate in advance

¢ Commitment to continuing education for the Director and staff

Check references before offering the position to a candidate. When calling references,
agreed-upon questions should be asked with space on the form for search committee
members to write down responses. A search committee may want to seek out references
other than those listed. Be aware, some employers will only verify such things as dates of
employment and last salary earned.
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Hiring Decision

Finally, decide if one or more of the candidates should be offered the job or if the search is
to be reopened. The top candidate should be offered the position by telephone. When a
candidate accepts the position, follow up with a letter of agreement indicating date
employment begins, salary, benefits, etc. The Board may want to consider a formal
contract. Notify other candidates that they have not been selected immediately after the
job offer has been accepted.

After the New Director Arrives

Orient the new Director and assist him/her with relocation. Provide help with school and
housing information and additional information on the library and community.

Welcome the new Director. News releases and photographic coverage should be
arranged. Personal introductions to staff members, Trustees, community representatives,
and local government officials should be scheduled promptly. An open house or reception
hosted by the Board, and assisted by other groups such as the Friends of the Library, is a
standard courtesy.

Resources:

A Library Board's Practical Guide to Finding the Right Library Director by the Outagamie
Waupaca Library System in Wisconsin

Cultivating Pennsylvania’s Growing Libraries, 2005

Maine Trustee Manual

Rhode Island Public Library Trustee Handbook

State Library of lowa Trustee’s Handbook, 2014
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Webster’s dictionary defines advocacy as “the act or process of supporting a cause or
proposal; the act or process of advocating something.” The number one job of a Library
Trustee is to serve as an advocate for your library. Trustees should be sharing the library
story far and wide to all they meet.

Advocating at the local level is vitally important. There are many ways for a library to do
this. Providing funding agencies with an annual report that outlines the services you offer is
one way. Asking to present a “State of the Library address” at a meeting of the City
Council and/or County Board is a wonderful way to let them know what’s going on at the
library. The Library Director should present the report but Trustees should attend the
meeting to support the Director. Trustees should all support the Director when s/he is
requesting the annual budget from the funding agency.

As an advocate, you can influence decision-makers by:

Speaking to civic groups about library needs and issues

Talking to friends about the library, its role in the community, and its needs
Writing letters to the editor of the local newspaper

Testifying at local and state budget hearings

Talking and writing to state and federal legislators about the needs of the library
Contributing to a library newsletter that is sent to decision makers

Trustees should also be part of any statewide advocacy efforts. If the American Library
Association or the North Dakota Library Association issue a call to action, it is important for
Trustees to answer the call be it by calling, emailing, or tweeting their legislators.

The American Library Association has a whole page devoted to advocacy. There are some
great resources available on the page http://www.ala.org/advocacy/home. Take some time
to look through the resources that are available there. You can also sign up for District
Dispatch so you're up-to-date on library issues. Visit ALA’s Legislative Action Center at
http://cqrcengage.com/ala/ to sign up for the dispatch or to learn more about current issues
and legislation affecting libraries.
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At Meetings

Managing an effective meeting is the duty of the Board President. Effective Board
meetings can begin with a quick review of the agenda to make sure there is adequate time
to cover all items and to modify the order of business if necessary. Effective Board
meetings move at an appropriate pace. Time for questions and full discussion is allowed,
but the president makes sure discussion remains focused and decisions are reached. The
president also needs to ensure that a few members do not dominate discussions, that all
members have a chance to be heard, and that accountability for follow through is assigned
as needed. Meetings are managed more effectively with ground rules. Every Board should
develop/review a list of ground rules at the beginning of each year. The list below provides
sample ground rules that various committees have used. Your Board may wish to
incorporate some of these or develop new ones:

Start and end meetings on time

Stay on task; no sidebar conversations

Come prepared and ready to contribute

Listen to others and don’t interrupt

Be open to hearing other people’s perspectives
Question assumptions

Make decisions based on clear information
Identify actions that result from decisions

Bring closure to decisions

Be respectful

Board members will support committee recommendations
Confidentiality

Give specific examples

Attack the problem, not the person

Minutes are approved by the group

Capture decisions and action items

Board meetings generally should be completed within two hours. If meetings consistently
last longer, issues can be referred to committees or the Director for further study or tabled
for action at subsequent Board meetings. Establish an ending time for the meeting and
stick to it.

Open & Closed Meetings

To protect transparency in government, every state in the United States has some variety
of law mandating that all government business be conducted in open meetings to which
the public has access. These are sometimes referred to as "sunshine laws," open
government laws, or, in California, the Brown Act. The Oklahoma Court's decision in
Oklahoma Association of Municipal Attorneys v. State (1978) gives a clear statement of
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why open meetings are important: "If an informed citizenry is to meaningfully participate in
government or at least understand why government acts affecting their daily lives are
taken, the process of decision making as well as the end results must be conducted in full
view of the governed."

Closed meetings, or executive sessions, of the Board of Trustees may be justified when
discussing nonrenewal, dismissal for cause, or suspension against a staff member;
attorney consultation; discussing closed or confidential information; negotiation strategy
sessions; and economic development. Check the North Dakota statutes listed below for
more information on closed and open meetings.

e Open Records & Meetings — North Dakota Attorney General
e Examples of Meetings Generally Not Open to the Public — North Dakota Open
Meetings Manual (see p. 19-21)

Parliamentary Procedure

Parliamentary procedure is used during meeting and committee deliberations to allow self-
governing organizations to debate and reach group decisions, by vote, with the least
possible friction. Library Boards should include in their bylaws a statement of adherence to
parliamentary procedures. Following parliamentary procedures allows for debate and
group decisions to be made by majority opinion with respect for the minority opinion.

Meetings & Agendas

Meetings are conducted under the rules set forth in the library’s bylaws. In order for all
Trustees to be properly prepared for the meeting, a packet should be mailed or emailed to
them no less than one week before the meeting date. The packet typically includes the
meeting agenda, minutes of the previous meeting, financial reports, the schedule of bills to
be paid, proposed personnel actions, committee reports, and the Director’s report.
Background information on the issues before the Board should be distributed as well. All
Trustees are expected to come prepared to participate fully in meeting discussions and
actions and to be familiar with the activities of the committees to which they are assigned.
Using the talents and skills of every Board member creates a more cooperative, congenial,
and productive Board.

Regular attendance at Board meetings is essential. The Board President and the Library
Director should be notified in advance if attendance is not possible. A Trustee who misses
meetings frequently may not completely understand the issues at hand and valuable
meeting time can be lost bringing that Trustee back up to speed. An uninformed Trustee
cannot make the best possible decision when it comes time to vote. Your Board may want
to implement an attendance policy. It is a good idea to define in the bylaws what
constitutes a satisfactory excuse for absence. (Example: “If any Trustee shall fail to attend
three consecutive meetings without excuse accepted as satisfactory by the Trustees, that
Trustee shall be deemed to have resigned...") Far too often Boards tolerate frequent
absences by a Board member to the detriment of the Board and the library. A successful
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Library Board needs every Trustee at every meeting. A Trustee who has difficulty in
regularly attending meetings may wish to seek other opportunities to help the library rather
than serving on the Board.

The most effective Boards concentrate their time and energy on a few issues that will have
a major impact on the library's future. Activities that can be completed by individual
Trustees outside the meeting (such as reading the minutes) should not take up valuable
time at a Board meeting. Richard Chait of the Harvard School of Education, an authority on
nonprofit Boards, states the key concepts this way:

Focus the Board's attention only on issues that really matter;

Use the Board's time and structure to pursue those issues;

Be certain that the Board has the information it needs at the right time;
Ensure that the Board works as an effective corporate unit.

Effective Decision-Making

It is important to keep in mind that legal responsibility for overall library operations rests in
the Library Board, not individual Trustees. Therefore, it is important for the Board President
to use leadership techniques that promote effective group decision-making on the part of
the entire Library Board, not decision-making by a few Board members, or the Library
Director, or any other individual.

Board meetings are the place for you to raise questions and make requests of the Library
Director and/or staff. Individual Trustees should never make such requests or demands on
their own—you are members of a governing body and must act as a body. Yet, as an
individual Trustee, you should not hesitate to raise concerns or questions at Board
meetings. By raising questions and/or concerns, you may help the Board avoid rushing
into an action without appropriate consideration of all of the ramifications or alternatives.

When dealing with the public or the media, Trustees need not feel pressured in having to
come to an immediate decision or make an immediate statement on an issue. Remember
that what is said in an open regular public meeting can be quoted in the media. A good
rule of thumb is to remember that individual Board members should never speak for the
whole Board and that questions from the media should be referred to the spokesperson for
the library whether it be the Chair of the Board of Trustees or the Library Director.

A “public comment” period during the meeting is not required, but it can be a helpful way
for the Board to hear about particular public concerns or needs. The Board should limit
itself to answering basic questions from the public and place any matter on a future
meeting agenda if additional discussion or deliberation on the issue is needed.

Resources:

Chait, Richard P., William P. Ryan and Barbara E. Taylor. Governance as Leadership:
Reframing the Work of Nonprofit Boards, Hoboken, N.J.: John Wiley & Sons, 2005.
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Handbook for Library Trustees of New York State

Ingram, Richard T. Ten Basic Responsibilities of Nonprofit Boards. 2nd ed. Washington,
D.C.: BoardSource, 2009

Kissman, Katha. Taming the Troublesome Board Member. Washington, D.C.:
BoardSource, 2006.

Moore, Mary Y. The Successful Library Trustee Handbook, 2nd ed. Chicago: American
Library Association, 2010

Robert’s Rules of Order (chapter on the development and amendment of bylaws) or Alice
F. Sturgis’ The Standard Code of Parliamentary Procedure
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Library Board bylaws are the rules established by the Library Board that govern the
Board’s own activities. Well-crafted bylaws help provide for the smooth and effective
functioning of a Library Board. Library Board bylaws must comply with all relevant statutes.
In addition, all Board meetings and Board committee meetings should comply with North
Dakota’s open meetings laws. State and federal laws supersede any local library bylaw
provisions.

At a minimum, Library Board bylaws should spell out:
e The Library Board officers to be elected, how they are elected, the length of their
term and the powers and responsibilities of each officer
e When meetings are held, and how meetings are conducted
e Definition of a quorum and attendance requirements
What standing committees are appointed, how they are appointed, and what they
do (examples: personnel and finance)
Provision for amending bylaws
Provision for term limits
Provisions for calling special meetings
Provision for removing a Board member with reasonable cause
Provision for reviewing bylaws at least every three years

Crafting the Library Board’s Bylaws

Because bylaws are so fundamental to effective (and legal) Library Board operations,
great care must be taken when developing new bylaws or amending existing bylaws.
Bylaw language must be clear and unambiguous. Imprecise language can result in
confusion and disorder. For example, confusion can result if it is unclear who has the
authority to make decisions for the library. Library Board bylaws should make clear that
actions by Board committees are advisory only. A Library Board committee cannot act on
behalf of the full Board—only actions by the full Board have legal authority. Likewise,
individual Board members and Board officers can perform official actions on behalf of the
Board only with specific authorization from the full Board.

If the Board wants to develop new bylaws or amend existing bylaws, it is recommended
that a special committee be appointed to develop drafts for full Board review. To change
your bylaws, you must follow any procedures required by the current bylaws. Library
system staff may be available to review drafts of new or amended bylaws.
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One of the most difficult parts of a Trustee’s job is the preparation, approval, and review of
policies. However, well-written, reasonable, and current policies are central to a library’s
legal protection and essential operations. It is the Board’s responsibility to adopt and
periodically review written policies governing library services. If a library is part of a
municipality, the town or city council or select board may also review and approve policies.

With policies to guide operations and provide a basis on which the Director and the staff
can make decisions, a library can appropriately respond to challenges, emergencies, and
scrutiny. Sound policies are written in the best interest of the community at-large and
maximize the delivery of library services and access for the greatest number of users.

The Director is responsible for making sure that all library staff know about and understand
the policies that affect their work. Regular reviews of library policies should be incorporated
into training for all staff. Front-line staff need to be able to clearly explain policies to library
patrons. Policies should be accessible to staff online, on an intranet, or in a manual.
Library service policies should be online so that patrons can readily access them.

Policies should be legally defensible. A legally defensible policy:

Complies with current local, state, and federal laws

Is reasonable

Is clearly written and understandable

Is publically available for review and reference

Is applied without discrimination

Is consistent with the library’s charter, mission, and goals

The most frequent public challenges to policies are aimed at collection policies and
internet use policies, but making sure that every policy is legally defensible will protect the
library and municipality against liability.

Every policy should:

¢ Include the date of original adoption and then dates of any subsequent revisions
e Be recorded and compiled with other policies into a readily accessible manual

Developing, Revising, and Reviewing Policies

The legal authority to make policies lies with the Board; however, the process works best
when the Library Director and key staff are involved. The Director can provide a foundation
for the issue so the Board can have a knowledgeable discussion. Staff can be given the
responsibility to provide options, draft recommendations, and present them to the Board
for discussion and approval. Referring to the policies of other libraries in North Dakota for
examples can be useful for creating your library’s particular policy. Library Development
staff at the North Dakota State Library can assist with the policy development and revision.
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Developing and revising policies requires substantial time and thought, along with
collective discussion and reflection during which it is important to consider all the
ramifications of any given policy.

Before beginning the process, have ready or prepare the following:
e A description of the issue to be addressed
e A statement describing how a policy would contribute to the accomplishment of the
library's goals and objectives
e Alist of existing policies related to or affected by the policy under consideration, a
list of the policy options available with appropriate analysis (including effects of
enforcing the policy, legal ramifications, and costs to resources, facilities, and staff)

During the process, the Board should ask if the policy is:
e In compliance with all laws and regulations
e Consistent with the library's charter, mission, goals, and plans
e Complete, clearly written, and easily understandable
e In the best interest of the community at large, devoid of politics, prejudice, or
favoritism
e Easily enforceable without undue burden on the library staff
e Designed to maximize library services and access for the greatest number of users

The approval of new policies or changes in policies should be on the Board’s meeting
agenda and discussions of the same should be conducted in open meetings.

Schedule regular reviews of all library policies and make the reviews a part of the Board’s
ongoing responsibilities. Every policy should be reviewed within three years of its creation
or previous review. Incorporating reviews into the Board’s calendar is the best way to keep
the review cycle on track.

Challenges to Policies

Once policies are formally approved, Board members need to put aside any differences
that may have surfaced during discussions and unanimously support the policy and its
implementation. The time for airing disagreements is during the development or revision
process. However, policy challenges can come from the public or municipal officials at any
time and the Board should be prepared with a policy and corresponding procedure for
handling challenges. Many challenges or complaints can and should be handled by staff.
Having procedures for staff to follow when addressing a challenge will make the process
flow smoothly.

If the complaint comes directly to a Board member, refer the person with the complaint to
the Library Director. Inform the person with the complaint that there is a process for
handling complaints and that no single Board member is responsible for deciding further
action. Explain that the Director will share the process, including any forms for registering
the complaint. As a Board member, you should also contact the Director about it as soon
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as possible after you receive the complaint so the Director will not be blind-sided. If the
Director is unable to resolve the matter with the person registering the complaint, it then
becomes a matter for the Board. The matter should be addressed at an open meeting and
the complaint should be on the public agenda.

The role of the Board is to listen to the complaint and defer a decision to a subsequent
meeting, after the Board has had sufficient time to consider the issues raised. After the
Board comes to a decision, the matter is closed. However, the person or persons who
made the complaint have the right to pursue it through the courts.

The Distinction between Policies and Procedures

A policy makes clear how your library will conduct itself in relation to providing a service or
responding to requests. Policies are the managing principles that guide decisions.

A procedure makes clear the steps that library performs to provide a service and respond
to requests. Procedures are similar to instructions and include: who will do what; which
steps need to be taken and in what order, so that the procedure will be correctly
completed; and which forms or documents to use in the procedure. Procedure manuals
are recommended but are distinct from policy manuals.

Collections Policies

The purpose of collection policies is to guide the growth of the collection in a manner that
is consistent with the library’s mission and goals. A policy about disposal of damaged or
outdated materials (“weeding”) is as essential as one guiding the growth of the collection.
Collection development policies should be consistent with the Core Intellectual Freedom
Documents of ALA. The chapter in this manual on Intellectual Freedom and Confidentiality
has additional resources to help manage challenges to library collection policies.

Personnel Policies

Personnel policies are critical to any successful operation and assure that all staff will be
treated fairly. A municipal library uses or adopts personnel policies of the municipality.
Every library staff member should receive a copy of the personnel policies at the time of
employment. A written acknowledgement of receipt is important. Posting and updating of
personnel and other internal policies and procedures on a staff intranet is a common best
practice.

Recommended Library Policies

These are suggested policies; not all libraries will adopt all policies listed and some may be
combined.

Library Operations:
e ADA Compliance
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e Circulation

Collection Development (including gifts and donations, special collections, and
patron requests)

Complaints

Computer, Wi-Fi, and Internet Use
Copyright Compliance

Customer Service

Emergencies and Safety

Exhibits and Displays

Filtering

Fines and Fees

Gifts and Appraisal

Holds on Library Materials
Interlibrary Loan and Cooperation
Lending

Library Cards

Lost or Damaged Library Materials
Meeting Room Use

Patron Conduct

Personnel

Privacy and Confidentiality
Programming

Public Relations

Public Service Hours

Records Retention (refer to state records schedules)
Reference and Information Services
Social Media

Unattended Children

Personnel Policies:

e Absenteeism and Tardiness
Bereavement Leave
Breaks Including Meal Periods
Conferences and Meetings
Conflict of Interest
Disabilities or ADA
Dress Code
Drug Free Workplace
Educational Assistance/Tuition Reimbursement
Emergency Closing
Employee Privacy
Employment
Employment of Relatives
Equal Opportunity
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Equipment Use
Evaluations/Performance Appraisal
Expense Reimbursement
Family Medical Leave Act
Grievance

Health/Other Insurance
Hiring/Recruitment
Holidays

Inclement Weather
Internet/Email Use

Job Descriptions

Jury Leave

Mileage Reimbursement
Military Leave
Non-Discrimination
Overtime

Payroll Deductions
Performance Improvement
Personal/Other Paid Leave
Professional Memberships
Retirement

Salary Increases

Salary Payment

Sexual Harassment

Sick or Personal Leave
Termination of Employment
Unpaid Leave

Vacation Leave
Workplace Violence
Workweek

Board of Trustees Policies:

Accounting

Audit

Bylaws

Code of Ethics

Conflict of Interest

Expenses and Oversight
Fiscal Responsibility
Investment

Library Funds, Expenses, and Oversight
Open Meetings

Open Records

Procurement and Purchasing
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e Public Relations
e Whistle Blower

Sources of Additional Information:

American Library Association Policy Manual

Handbook for Library Trustees of New York State

Library Policy and Form Templates — North Dakota State Library

Library Trustees of New York Policy Database

Sample Library Policies for Kentucky Public Libraries

Sample Library Policies for the Small Public Library

Sample Library Policies — United for Libraries

Wisconsin Public Library Policy Resources
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What is Intellectual Freedom?

The American Library Association (ALA) Office of Intellectual Freedom frames intellectual
freedom as “the rights of library users to read, seek information, and speak freely as
guaranteed by the First Amendment. Intellectual freedom is a core value of the library
profession, and a basic right in a democratic society. A publicly supported library provides
free, equitable, and confidential access to information for all people of its community.”

What Is Censorship?

The ALA’s Office of Intellectual Freedom describes censorship as “the suppression of
ideas and information that certain persons—individuals, groups or government officials—
find objectionable or dangerous... Censors pressure public institutions, like libraries, to
suppress and remove from public access information they judge inappropriate or
dangerous, so that no one else has the chance to read or view the material and make up
their own minds about it. The censor wants to prejudge materials for everyone.”

Challenges to Materials and Policies

Trustees must be committed to the principles of freedom of expression and inquiry that are
fundamental to the role of public libraries in a democratic society. The community benefits
collectively when democratic institutions uphold the right of access to information.

Public libraries are for everyone. There are those who want to limit what others may read,
see, or listen to, but libraries provide the right of unrestricted access to the expressions
and beliefs of others. In the event that someone wants materials restricted or eliminated
from a public library, it must be addressed thoughtfully and carefully by those ultimately
responsible for all library operations, i.e., the Library Board of Trustees.

It is crucial that there are written policies in place that specifically address how challenges
to library materials will be handled in a respectful and consistent manner by the Board.
Libraries should have procedures for citizens to follow when registering a complaint or
challenge. Library staff need to be knowledgeable about the procedure for receiving the
complaint if it should come to their attention first.

Trustees must recognize the right of citizens to question Board actions and be willing to
listen and explain the policies of the library. The Board should offer an open, concerned
image without accommodating censorship demands. Have a simple procedure for the
Board to use when dealing with material challenges. The Library Director should be the
first person that meets with the patron and receives the complaint. If the matter is not
satisfactorily addressed by the Director, then the Library Board is next in line to receive the
complaint.

Keep these key points in mind when responding to a challenge:
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Libraries are democratic institutions and are obligated to provide free choice of
materials to all.

Libraries provide materials and information resources across the spectrum of
political and social points of view and on a wide range of subjects.

Parents and guardians are responsible for supervising library use by minors.

The library’s materials selection policy should include these concepts so the public is clear
about how materials are selected for the collection:

Library Directors and their delegated staff, who are qualified by education and
training, are responsible for the selection of library materials. Materials selected by
them are considered to be selected by the Board.

No library material should be excluded based on political or social views.

Patrons are free to reject for themselves materials that they disapprove of, but not
to use censorship to restrict the freedom of others.

No materials will be removed from the library except under court order.

Sources of Additional Information:

Banned & Challenged Books — American Library Association

Challenges to Library Materials — American Library Association

Children’s Internet Protection Act (CIPA)

Freedom to Read Foundation

Gay, Lesbian, Bisexual and Transgender Toolkit — American Library Association

Intellectual Freedom Manual — American Library Association

Intellectual Freedom and Censorship QO & A — American Library Association

Protecting Your Library’s Collection — United for Libraries
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Privacy and Confidentiality

A citizen’s right to privacy and confidentiality are First and Fourth Amendment rights and
as such go hand in hand with intellectual freedom.

The American Library Association frames privacy and confidentiality as follows: “The right
to privacy is the right to open inquiry without having the subject of one's interest examined
or scrutinized by others. Confidentiality relates to the possession of personally identifiable
information, including such library-created records as closed-stack call slips, computer
sign-up sheets, registration for equipment or facilities, circulation records, websites visited,
reserve notices, or research notes.”

The confidentiality of library records is a fundamental value of librarianship. Library
Directors, staff and Trustees are ethically bound to uphold patron privacy. The Library Bill
of Rights addresses privacy as does Code of Ethics of the American Library Association.
In addition, every state has laws regarding the privacy of library records. Trustees should
familiarize themselves with North Dakota’s law, NDCC 40-38-12.

Sources of Additional Information:

Guidelines for Developing a Library Privacy Policy, American Library Association

Library Privacy Checklists (ALA)

Library Privacy Guidelines for E-book Lending and Digital Content Vendors

Library Privacy Guidelines for Data Exchange Between Networked Devices and Services

Library Privacy Guidelines for Library Management Systems

Library Privacy Guidelines for Library Websites, OPACs, and Discovery Services

Library Privacy Guidelines for Public Access Computers and Networks

American Library Association’s Privacy & Surveillance Resources

NISO’s Consensus Framework to Support Patron Privacy in Digital Library and Information
Systems
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