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From the Massachusetts
Board of Library Commissioners:

On behalf of the Board of Library Commissioners, | am pleased to present the Massachusetts Public
Library Trustees Handbook to the thousands of library trustees throughout the Commonwealth.

Because you’re a library trustee, we assume you love libraries as much as we do! However, it’s not
enough to love libraries; libraries need leadership and dedication if they are to remain one of the
cornerstones of our democracy and serve as a community’s “third place” after home, work or school.
Your job as a trustee is one that is both an honor and a responsibility that requires true dedication.

We also believe in the power of libraries, and effective trustees are an important part of that power.
Your knowledge of the laws that govern libraries, your understanding of best practices, library funding
and advocacy, and the major issues that impact libraries are essential to your effectiveness.

That’s why we created this trustee handbook.

A big part of your job is to become a tireless advocate for your library. Part of that advocacy requires
extensive knowledge about your library, how libraries interrelate across the state, how the funding
authorities work, and how to ask for funding. You’ll learn much of that in this handbook.

The Trustee Handbook Committee’s diligence and expertise cannot be underestimated.
They have created a comprehensive, user-friendly handbook. You should be able to find the
information you need; if not, the MBLC'’s staff is available for consultation.

We hope that you will use this handbook to help you to learn more about libraries, to answer
questions you may have, help you to help solve problems and become a dedicated, knowledgeable
board member providing leadership that strengthens the library that you love and enables it to reach
its full potential.

Mary Ann Cluggish, Chairman (2016-2018)
Massachusetts Board of Library Commissioners (MBLC)

| join Commissioner Cluggish in applauding the work of the Trustee Handbook Committee, and in
reinforcing the significance of the role of a trustee at a public library in Massachusetts. Your leadership
and involvement as a trustee is so very important. Whether you are a new or experienced trustee,

it is our hope that this handbook will be an invaluable resource to you!

Roland A. Ochsenbein, Chairman (2018 -)
Massachusetts Board of Library Commissioners (MBLC)
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CHAPTER ONE

Becoming A Trustee

Public libraries have played a key role in Massachusetts’ cultural and economic
development for more than 150 years. Libraries serve as a focus for intellectual growth,
research and learning for people of all ages. Through libraries, cities and towns provide

collective access to books and other resources which no individual could hope to afford.

The pubilic library is a center of lifelong learning for everyone in the community, providing
access to the ideas of the past and the present, as citizens determine their futures.
Information is collected, organized, and disseminated with the goal of providing free

and public access for every person regardless of age, race, physical ability, gender,

or creed. The institution of the public library serves the noble role of the great equalizer,

allowing all citizens the opportunity to improve their lives through self-education.

In the 21st century, libraries must continue to serve as intellectual and cultural centers for
their communities by maintaining strong collections of books, periodicals, and other types
of media, in both physical and digital formats. At the same time, they must also provide
access to an expanding world of information and keep pace with changes in information
technology. It is clear that libraries play a critical role in preparing Massachusetts residents

to meet the challenges of the future.

Cambridge Public Library
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] THE PUBLIC LIBRARY BOARD OF TRUSTEES

A library board of trustees, in some communities referred to as a board of directors or
incorporators, is a group of citizen volunteers to whom the governing of a public library
is entrusted. Board members are the vital link between the library and the community.
Trustees are library advocates and leaders in developing service willingly, responsibly,

and creatively for all members of the public.

Each trustee brings to the board certain strengths, skills, knowledge, and personal experience
which uniquely serve the library. Expert knowledge in a professional or technical discipline

is valuable for specific undertakings. Some boards must rely almost entirely on their members
for advice in such fields as construction, law and finance. Others may make extensive use

of consultants, advisory boards, volunteers, and municipal departments.

The board as a whole should represent a broad spectrum of the community. A board
consisting of diverse viewpoints assures that the library will serve the total community.
Issues and decisions involved in the governing of the modern public library are varied and
complex. Certain competencies necessary to accomplish the board’s goals should,
ideally, be present in the total composition of the board.

Successful trustees maintain a working relationship with the community, local government,
library staff and fellow trustees. Trustees take their responsibilities as public officials beyond the
library board room. An effective trustee is one who participates intelligently in the entire political
process: understanding municipal finance, local budgetary pressures, personnel concerns,

and the administrative practices of the municipality as a whole. A library board which recognizes
that the library is not an island, but part of a larger municipal structure, will build stronger
partnerships within the community it serves.
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What constitutes an effective Board?

An effective board of library trustees consists of informed and dedicated citizens representing

a cross-section of the population who govern the library for the benefit of the community.

The board fulfills ethical, legal, and fiduciary responsibilities by:

O Employing a qualified library director
and understanding the director’s role and

responsibilities

O Setting service-oriented library policies
which uphold the principles of equal access

to information and the free exchange of ideas

O Demonstrating strong interest in the library
and the community, and in what ways they

relate to each other

O Guiding the management and maintenance
of library facilities and assets, and expending

financial resources judiciously

O Working to secure an appropriate funding lev-
el for facilities, technology, hours of operation,

collections, and staff

O Knowing and observing applicable municipal,

state, and federal laws and regulations

O Working with the community to identify
information needs and to develop
and implement a written plan for the
maintenance and improvement

of library services

O Seeking and applying resources and

training which expand trustee skill

Collectively, a board of trustees
should have:

O Knowledge of the community served

O Business management/

financial experience
O Legal knowledge
O Diversity in age, race, and sex
O Varied personal backgrounds
O Advocacy skills

O Political astuteness
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] SELECTION AND APPOINTMENT

For elected trustee boards, the selection of trustees, the size of the board, the terms of membership
and the powers and duties of trustees are covered in Massachusetts General Laws, Chapter 78,
sections 10-13. The filling of board vacancies is covered in Chapter 41, section 11. If there is any
question regarding selection and appointment of trustees, municipal counsel should be consulted.
Keep in mind that certain types of public libraries, such as city, corporation and association libraries,
may not be governed by these laws. Chapter 2 of this Handbook describes in fuller detail the

varying types of public libraries in Massachusetts.

The size of your board and terms of membership may be determined by one or more of the following:

1) Massachusetts law, which specifies (for towns only) a board number divisible
by three except where local terms or conditions of a bequest accepted by

the municipality stipulate otherwise
2) Municipal charter (see chapter 3 for a discussion of local charters)

3) Incorporation document and/or bylaws

The caliber of trustees determines the progress of the library. Be prepared to identify potential
trustees who are active, informed, and interested library supporters. Trustees must devote a great
deal of time and commitment to fulfill their duty. A Sample Position Description for library trustees

is available in Appendix 1A.
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2] METHODS OF TRUSTEE SELECTION

The vast majority of Massachusetts public libraries are governed by boards of trustees.
More than half of all public library trustees in Massachusetts are elected to their position.
However, different mechanisms exist for different types of public libraries. For example,

a public library which is governed by a private association may select its trustees through
appointment by the executive board or full association membership. Trustees serving city
libraries may be appointed by the mayor and may act in an advisory capacity, rather than
as a governing board. Trustees are selected by one of the following methods:

Appointed trustees are selected by a public official or group of municipal officials.

Elected trustees are selected by the registered voters of the municipality

in a municipal election.

Self-perpetuating trustees are selected by the board or members of the library
corporation or association, usually from the corporation or association membership,

but occasionally from the municipality at large.

Ex-officio trustees are selected by virtue of holding a specified public office or a specified
political, committee, social or religious affiliation in the municipality. For example, the legal
authorization for some boards of trustees may require that their membership include the
principal of the local high school, a member of the Board of Selectmen, a religious leader

or a member of a prominent family. Typically, ex-officio trustees do not have voting rights.

Libraries occasionally have boards whose members are selected by a combination of methods,

e.g., some appointed and some ex-officio.

If a board finds that its small number of members inhibits its ability to be
productive, try actively recruiting non-board members to serve on
committees. Remember, not all committee members need to be board
members. It is possible to change the size of the board if other strategies
prove ineffective; however, trustees should seek municipal counsel if they

wish to alter the size of the board.
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|| TERMS OF MEMBERSHIP

Board members must serve staggered terms in order to provide continuity of service.

In accordance with Massachusetts General Laws Chapter 78, section 10, elected trustees
serve three-year terms. Most appointed trustees also serve three-year terms. If a vacancy
occurs prior to the expiration of a trustee’s term, the vacant position should be filled

in accordance with board and municipal bylaws and MGL ch. 41, sec. 11. Usually a new
trustee is appointed to complete the unexpired term.

How long should a trustee serve?

No trustee should serve on the board indefinitely, no matter how dedicated and no matter how
effective the trustee is. Continuity of service provides the wisdom of experience, but change
provides the essential infusion of new ideas. Both are needed. Some boards include terms limits
in their bylaws. It is the responsibility of board members to recruit and encourage qualified

potential trustees.

While trustees should not serve on the library board indefinitely,
there are many ways a former trustee may continue to contribute

to the library organization:

> Help with fundraising/serve on the library foundation
> Join a committee

> Volunteer for a short-term or long-term project

> Participate in a one-time event or project

> Provide positive public relations by continuing to be a good

spokesperson and positive advocate for the library

> Offer occasional expertise in areas such as law, finance, or

public relations

> Become an active member of the Friends of the Library
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| ORIENTATION OF THE NEW TRUSTEE

Very few new library board members come to the position of trustee with the library knowledge

they need to contribute effectively to board activities. The specialized library knowledge that is
necessary to be an effective trustee cannot be readily acquired by the lay person who is interested
in libraries but has never been directly involved in library planning. Welcome new members to the
board by providing the information they need to feel comfortable with their new role and begin work.
Like new employees, productive trustees should learn how the organization functions and what is

expected of them.

Plan a step-by-step orientation program designed jointly by the library director and the board.
Let the new trustee know how the introductory activities will be handled. Responsibility for
planning and implementing the orientation is shared by the board chairperson, board members
and the library director. The specifics of the orientation will obviously vary with the style of the
board, its size, and the type of library system. However, the importance of a written orientation

plan cannot be overemphasized.

In addition to a local orientation program, new trustees should be encouraged to attend
a Trustee Orientation from the Massachusetts Board of Library Commissioners.

These Orientations are typically held in the spring and fall at locations around the state,
and cover topics of importance to all library boards, such as relevant state laws, board
organization and the role of the trustee, and support and resources for trustees.

See http://guides.mblc.state.ma.us/trustees/events/orientations for more information

about these Orientations.
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| ORIENTATION KIT AND BOARD MANUAL

A new trustee needs local information, about the library and the municipality, to review and consult.
At a bare minimum, the library director should provide each trustee with a copy of the library’s
bylaws and any local ordinances which affect the library, its strategic plan and annual updates,

its policy manual, and its current budget. A list of all funding sources, and the percentage

of revenue which each source represents, is also an important tool for the new trustee.

Suggested contents for a thorough local trustee manual can be found in the MBLC Trustee

Resource Guide, here: http://guides.mblc.state.ma.us/trustees

New trustees should also be given a copy of, or directed to, this Handbook and the Trusty Trustee
Pocket Guide, both available here: https://mblc.state.ma.us/advisory/trustees/index.php.

| INTRODUCTORY BOARD MEETING

The first time a board meets as a new group with new trustees, an experienced board member
should briefly recap the activities and accomplishments of the past year. The new trustee should
also read through the prior year’s board minutes to familiarize themselves with the board’s most

current decisions and actions.
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|| A CHECKLIST FOR THE NEW TRUSTEE:

Ten important things you should have:
(1 Board’s bylaws and schedule of board meetings
1 Packets from three previous meetings
1 Current library budget, recent annual report and monthly reports
(1 Copies of Open Meeting Law and Conflict of Interest (Ethics) Law
1 Contact sheet for board members and director
1 Library’s mission, goals and strategic plan
1 Library’s policies and procedures
O List of staff names and positions
Q4 Tour of library and introduction to staff

1 Information about Friends of the Library and/or Library Foundation

Note: If you were not given these items up front, ask your director or board chair for copies.

Three essential things you should know:
d What is your role/relationship to the library as an organization?
[ What is your role as an elected or appointed official in your town or city?

[ What state laws and community policies affect the library?
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|| GOLDEN RULES FOR BOARD MEMBERS

Eight Essential Tips for Success:

1. Be an active, informed, and responsible trustee.

2. Understand roles and responsibilities. The library director manages the library, the staff,

and daily operations. The trustees support and evaluate the director.
3. Include the library director in all board meetings and library related issues.
4. When there is a majority vote by the board, accept it. Do not criticize it publicly.
5. Respect confidential information and keep it confidential.

6. Be the library’s eyes and ears. Listen to the people in your community, communicate

with your town officials, and be an active advocate for the library.

7. If a staff member or library user has a complaint, refer them to the library director.

Do not try to handle problems on your own.

8. Acknowledge successes of the staff and library director. Be their champions.

|| HOW TO BECOME A VALUED BOARD MEMBER

> Listen! Listen effectively to what other board members are saying.
Listen and think before speaking. Listen and be open to considering
compromise. Listen and reflect on advice from fellow board members.

Listen and learn.

> Be supportive of all board decisions, even those you did not agree with
and those made by previous boards. Be a team player after votes are

taken. Keep closed session discussions confidential.
> Come to board meetings prepared.
> Have an open mind and intellectual curiosity.

> Be a representative of the people who elected you.
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] DUTIES AND RESPONSIBILITIES

Trustee boards make general operating and administrative policies. The library director supervises
the internal management, daily operation and procedures of the library. The board acts as an agent
of public trust governing the library. The library director exercises professional judgment under

the direction and the review of the board to implement the goals, objectives, and policies set by
the board. The trustee board and the library director work together as partners.

Trustee responsibilities are generally divided into six major categories:

-

A governing board is legally responsible for administrative policy making in areas such as budget,
personnel and contracts, as specified by state law and local ordinances.

Trustees, library personnel and government officials must clearly understand the role and duties
of the board. Trustees and library staff will face conflict and ineffectiveness if that role is perceived

differently by the various groups involved.
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| WHO DOES WHAT?

Cooperation is the key! Understanding the different responsibilities of the trustee board and the
library director is essential to avoid confusion and potential problems. The board and the director
should review this list together.

LEGAL RESPONSIBILITIES

Trustee Board:

-Works closely with municipal officials.

-Responsible for custody and management of the library

(unless otherwise provided by municipal charter or special legislation).

Library Director:

-Prepares all necessary reports.

Board and Director Together:

-Seek municipal legal counsel when needed.

-Follow all local, state, and federal laws and regulations which affect public libraries.
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GOVERNANCE AND POLICY MAKING RESPONSIBILITIES

Trustee Board:
-Hires and evaluates the director unless otherwise dictated by state or local laws.

-Adopts library policies and plans, and board bylaws and procedures.
-Approves and supports budget.
-Reviews reports; stays informed; represents the community.

-Notifies appropriate authorities of board vacancies.

Library Director:
-Is responsible for administration of library services, personnel and facilities.
-Prepares reports and other relevant documents.
-Keeps trustees informed of progress and problems.
-Researches and recommends policies.
-Provides assistance and direction to the board.

-Administers policies; interprets policies to staff and public.

Board and Director Together:

-Develop and review priorities for the library.
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FINANCIAL RESPONSIBILITIES

Trustee Board:
-Reviews director’s budget request; makes recommendations and officially adopts budget.
-Actively supports and advocates for budget.
-Reports annually to municipal officials on trustee controlled funds.

-Keeps informed of the financial status, funding sources, and needs of the library.

Library Director:
-Prepares and develops the budget.
-Maintains complete and accurate records of finances and inventory.

-Keeps board apprised of library’s financial situation.

Board and Director Together:
-Present and defend budget requests to municipal funding authorities.
-Attend all budget hearings.

-Seek additional sources of funding (grants, private, other).

Chapter ONE / Becoming A Trustee




STRATEGIC PLANNING RESPONSIBILITIES

Trustee Board:
-Approves strategic plan.

Library Director:

-Implements goals and objectives of approved plan.

Board and Director Together:
-Actively participate in strategic planning.

-Involve community in the planning process.

-Conduct community analysis and survey of library services.

-Review and evaluate the plan.
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HUMAN RESOURCES RESPONSIBILITIES

Trustee Board:
-Hires and evaluates director unless otherwise dictated by state or local laws.

-Determines and advocates for optimal salary and benefits for employees.

-Adheres to personnel policies.

-Conducts annual review of board performance.

Library Director:
-Hires, supervises and evaluates staff.

-Recommends optimal salary and working conditions.

Board and Director Together:
-Observe all local, state, and federal laws that relate to current employment practices.

-Orient new trustees.

CONTINUING EDUCATION RESPONSIBILITIES

Trustee Board:
-Creates and adopts a policy that demonstrates a commitment to the importance

of continuing educations for all staff and trustees.

Library Director:

-Informs board and staff of continuing education needs and opportunities.

Board and Director Together:

-Provide and encourage ongoing learning opportunities for staff and trustees.

-Encourage and financially support membership and active participation

in professional organizations.
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CHAPTER TWO

Board Organization

BYLAWS

Every library board should have its own written set of bylaws: the framework, rules, and regulations
covering the meetings and operation of the board. Bylaws should be drafted and revised as needed
so as nhot to conflict with any local, state or federal laws or regulations. Be aware that some libraries
do not have bylaws that are specific to the library: instead, they use the laws laid out in their municipal
charter, act of special legislation, or original municipal articles of incorporation. Trustees should

each have their own copy of all the bylaws and rules which govern their library. It is each trustee’s
responsibility to read and familiarize themselves with the library’s governing documents.

Bylaws typically include:

O Name of the organization O Required reports and yearly timetables
O Purpose and objective O Provision for amending the bylaws

O Constituency served O Meeting attendance requirements

O Method of board and officer selection, O Removal/replacement of trustees

duties, appointments, and term
O Provision for filling vacancies

O Time, place, and responsibility for

regular meeting

O Method for calling special meetings Sample bylaws are available on the

MBLC'’s Trustee Resource Guide:
O What constitutes a quorum

http://guides.mblc.state.ma.us/trustees/home
0O Appointment and duties of any standing

committees or ad hoc committees
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| TYPES OF PUBLIC LIBRARIES IN MASSACHUSETTS

Most public libraries have a governing board of trustees whose selection is determined
by state law, municipal articles of incorporation or regulations. Corporation and association
libraries are the exceptions.

There are three types of governance existing in Massachusetts public libraries:

Association/Corporation Libraries are established as nonprofit corporations, often
in connection with a will, deed, or bequest, to provide free library services to the public.

Governance is set out in the original instrument of articles of incorporation. These libraries
may receive state, local, and private funding. In many cases some funding is also derived

from the original endowment.

City Libraries may be formed by a city on its own initiative. Libraries are governed
as specified in the charter of the municipality or by special acts of the state legislature.

Funding is provided primarily through state and local appropriations.

Town Libraries may be established by resolution of the town governing body.

They are typically governed by an elected board of trustees whose number is divisible
by three, though special acts such as charter changes may allow for the appointment
of trustees. Funding is provided primarily through local and state appropriations.
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|| DUTIES OF OFFICERS

All boards of trustees recognize the need for officers with clearly defined duties and
powers for each office, written into the bylaws and well understood by everyone.

MGL ch. 78, sec. 10 mandates that library boards annually select a chairperson and

a secretary. Board position descriptions can and should be designed to meet the specific
needs of the individual library. Many small boards only have a chair and a secretary, with
all other duties shared among all board members. Following are typical responsibilities

of key board officers.

Chairperson/ President

O Plans and presides over board meetings. Works with the library director to prepare the agenda
and distributes the agenda in advance. Plans and conducts meetings to assure productive
sessions which steadily move the board toward its internal goals and objectives as well as the
library goals and objectives. A chairperson’s knowledge of, and commitment to, parliamentary
procedure, plus an understanding of group dynamics, can make the difference between a meeting
which keeps the discussion focused on the major action issues to be considered, or a rambling,

semi-social session.

O Keeps the board operating effectively, while working well with all board members and other

key contacts.
O Works closely and cooperatively with the library director.

O Ensures that all board members contribute to the board and at board discussions.
Never loses sight of the fact that the chairperson is only one member of the board,

not empowered alone to set policy for the board or the library.

O Is the chief spokesperson representing the discussions and decisions of the board both

orally and in correspondence. When speaking of board action, always credits the full board.
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O Appoints committees for specific assignments. Designates (from the board) committee chairs
who have commitment and ability to lead a committee to reach the board’s assigned objective
within the assigned time, and looks for potential committee members (from within or outside
of the board) who may have special expertise. Monitors the progress of the committee and
provides help if needed, without dominating. May serve as ex-officio member of all committees

except the nominating committee.

O Serves as diplomatic troubleshooter to identify potential problems and issues which require

advance board study and action.

Some boards limit the chairperson’s term of office to one year, to facilitate rotation of leadership
responsibilities. This can create a stronger board and lessen the potential for one person
to dominate the board.

Secretary

O It is important for the secretary to have a general knowledge of the board’s statutory authority,
bylaws and operating policies as well as parliamentary procedure. The secretary should
understand that minutes of a public body must be a clear, concise, factual record for possible
later reference or legal evidence showing what specific action was taken, why it was taken,

when and by whom.

O Issues and posts for public notice advance agendas of meetings following specific legal

requirements for open meetings.
O Prepares the official board minutes and keeps on public file.
O Keeps member attendance record.
O Presides at meetings in absence of chairperson and vice-chairperson.

O Handles all official correspondence on behalf of the board.

The library director should be an active participant at board meetings and it is thus not advisable
that they serve as board secretary. The board may make secretary to the board a part of a staff

person’s job description. The job description change should be mutually agreed to in advance and

in writing precisely stating which responsibilities will be, and which will not be, assumed by the

staff member.
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Vice Chairperson/ Vice President

O Presides in the absence of the chairperson or whenever the chairperson temporarily vacates
the position. Automatically becomes the chairperson in the event of resignation or death of the

chairperson, unless otherwise provided in the bylaws.

Treasurer

Duties vary but may include:
O Understands financial accounting.
O Serves as chairperson of the board finance committee.

O Assists the library director in preparing the annual budget and presenting the budget to the board
for approval, and in making appropriate financial reports available to the board on a timely basis.

O May be signatory in warrants sent to town for expenses.

O Reviews the annual audit and answers board members’ questions about the audit.

The treasurer’s role varies from library to library. Bylaws should outline the
specific job duties. Board members of association/corporation libraries

will have more responsibilities as the organization must file federal and state
tax returns and reports.

n Massachusetts Public Library Trustees Handbook



|| EFFECTIVE BOARD MEETINGS

Effective boards hold effective meetings, and effective meetings are important not only for

the sake of transparency and maintaining good relations with the community, but also to ensure
efficient and effective decision-making on the part of the board. It is the responsibility of the
board chair or president to ensure that meetings are run effectively. Establishing ground rules
as a board may help meetings to run more smoothly.

Blueprints for Board Meetings

O Post notices of all meetings (including committee meetings) at least two business days
in advance. Check with your Town Clerk for specific municipal requirements for meetings.

O Set meeting dates, times and places six to twelve months in advance, in coordination with
the library director, who attends all board meetings and provides a report to the board.

Some boards have a set schedule of board meetings included in their bylaws.

O Other library staff may be invited to attend meetings to provide reports. The communication
between the board of trustees and staff members can reward the library organization with

an increased level of cooperation and understanding.
O Distribute the agenda and related materials several days in advance.

O Adopt and follow a procedural guide, such as Robert’s Rules of Order. If this seems too
formal, the chairperson should devise a specific order of business that maintains an orderly

flow for the meetings. (See “Parliamentary Know-How” in Appendix 2A.)
O Be prepared and productive. Adhere to the agenda.
O Distribute draft minutes to board members and the director.

O Keep and make available meeting minutes (in accordance with open meeting and public

records laws). Some towns require a copy at town clerk’s office.
O Rotate leadership responsibilities to create a stronger board.

O Understand and follow all aspects of Open Meeting Law.

(See chapter 3 of the Handbook for a discussion of Open Meeting Law.)

It is vital that all trustees attend all board meetings. If you must miss one, inform the

chairperson and the director in advance.
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Allow adequate time for items listed.

A sample agenda is included in Appendix 2B.

BEFORE MEETINGS THE BOARD CHAIR SHOULD:

Prepare the agenda in advance in consultation with library director.

Distribute the agenda and related reports several days in advance.

Publish or post public notice of meetings in the manner required by the Open Meeting Law
(Massachusetts General Laws, Chapter 30A, sections 18-25) and local regulations.

This requirement may not apply to association or corporation libraries.

A well-run business meeting depends on a carefully planned agenda.
Items of business must be listed on the meeting notice. The library director’s
report may be submitted in advance to save meeting time.

DURING MEETINGS:

Follow the agenda and established

Focus on the issues at hand.

It is the responsibility of the chair

to keep discussion on track.

order of business as stated in the bylaws.

AFTER MEETINGS:
Send draft minutes to all board members.
Follow-up on action items.

Begin planning for next meeting.
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|| BOARD MEETING MINUTES

Minutes of meetings are considered public records, and must be kept and made available in
accordance with the Public Records Law (MGL ch. 66) and the Open Meeting Law. Minutes of
open sessions must be made available upon request within 10 days, whether they are in draft or
final approved form. Many boards now post meeting minutes on the library’s website. As of 2017,
the Public Records Law requires that municipalities designate a Records Access Officer (RAQO)

to handle requests for public records. Contact your town clerk for more information on specific
municipal requirements regarding meeting minutes. A duplicate copy of meeting minutes may be
kept off site in case of a disaster, such as a fire or flood, which might damage or destroy the original

documents. Individual board members should retain current minutes in their trustee manuals.

Guidelines for recording minutes:

O Be specific
O Include the date, time and place of the meeting

O Note members present and/or absent, and any member(s) who participated remotely
and the legal reason for their remote participation

O Follow the agenda: items discussed, announcements and reports

O Be sure that all motions are recorded, as well as the name of the person making
the motion and that of the person seconding the motion

O Record decisions/actions/assignments: what, when, who, number of votes

if appropriate; note members for or against a decision
O Describe in general the meeting’s content
O Include signature of person who recorded minutes

O See the Attorney General’'s Open Meeting Law Guide for guidance on minutes
of executive (closed) sessions

Remember that recorded minutes of each board meeting constitute a public archival record

of the institution’s history. These minutes document the actual business of the library and will

be kept for posterity. Therefore, great care should be made to insure that the minutes accurately
reflect the board’s proceedings and that all errors are corrected. Consider the overall tone of the
minutes: while it is not necessary to write in excessive formality, neither should the tone convey
a casualness that belies the serious nature of the board’s duties and responsibilities.

Sample meeting minutes are included in Appendix 2C.
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|| BOARD COMMITTEES

A great deal of change can be discussed and formulated in committee and then forwarded to the
full board for consideration and action or approval. Board committees are advisory bodies that

can make recommendations to the entire board. The board’s bylaws may outline committee structure.
There are usually two types of committees in a library board structure. The first is standing
(permanent) committees, which deal with the ongoing and long range plans of the board.

The other type is ad hoc committees: short-term committees formed as needed for specific tasks
or objectives. Sometimes, instead of forming an ad hoc committee, the board will feel that some

of its business is close enough to the purpose of the standing committee that the committee can
form a sub-committee. The number of committees will vary depending on the size of the board,

but no board is too small for committee work. Some committees may include non-Board members.
Note that, in general, board committees are subject to the Open Meeting Law. Some examples

of board committees are:

O Finance O Building and Grounds
O Policy O Personnel
O Nominating/Board Development O Development/Fundraising

Committees issue recommendations to the board but do not make the
decisions. Written committee reports distributed before the board meetings
are the most effective vehicle for communicating the committee’s stance. All

committees should be aware of and follow open meeting law.

|| BOARD CALENDAR

An invaluable tool for good planning is a comprehensive and regularly updated calendar of significant
events, including but not limited to board meetings. The Director should develop one calendar for
the board and another for themselves in support of the trustees’ calendar. Each standing committee
and subcommittee should develop its own calendar to keep on track with its assigned duties.

(See Sample Board Calendar in Appendix 2D.)
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|| EVALUATION: KEEPING AN EYE ON PROGRESS

Evaluation is a broad area of responsibility inherent in all trustee duties, particularly in planning

and policy making. Evaluation is the continuous process of looking at all phases of library
operation to assure the machinery is running well. Most boards lack a formal method of systematic
evaluation, instead reacting to instinct, public opinion, staff pressures, or building conditions.

In effect, a decision is made to change, shift, retract, or hire without researching the facts

or following the library director’s recommendations.

Boards can be more effective if their decision making is based upon systematic annual
evaluations as well as continuous informal monitoring of library progress. Areas for annual

evaluations should include the following:

1) Overall progress of the library program and planning
2) Performance of the director

3) Self-evaluation of the board’s effectiveness

(the board as a whole and as individuals)

Evaluating the Library

Trustees should work with the library director and staff to develop evaluation criteria, form,
and process to monitor the level of library services. Evaluation must be part of the library’s
strategic planning. Please refer to chapter 5 of this Handbook for a fuller discussion of planning.

You might develop a checklist of evaluative questions divided into several major areas:

e Trustees ¢ Materials and Collections ¢ Budget and Funding
* Buildings e Staffing Levels and Accomplishments e Administration
e Public Services e Community Relations and Public Image
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Evaluating the Director

Please refer to chapter 6 of this Handbook for an in depth discussion of the evaluation of the director.

Board of Trustees: Self-Evaluation

Just as evaluating the library director’s performance is an important and necessary
function of every library board, each trustee and the board as a whole should take some
time for self-reflection to evaluate their own performance. How well does the board
function as a whole? How well do you, as an individual trustee, fulfill your responsibilities?
Sample Board report cards to guide the board in its self-evaluation process are included
in the Appendix 2E; but the board may adopt its own system or adapt from other
sources. For a more thorough look at board self-evaluation, see United for Libraries’

A Library Board’s Practical Guide To Board Self Evaluation.
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CHAPTER THREE

Legal Responsibilities

TRUSTEES AND THE LAW

The public library is a municipal asset which its board members hold in trust for the public.

As a library trustee, 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. All public library trustees must recognize and
accept their legal position as public officers and governing agents of the library. Library trustees
have legal and fiduciary obligations to ensure that all public libraries provide the highest quality

of library service. If library trustees violate their trust or fiduciary duty, they may be subject to legal
consequences. The duties and responsibilities of trusteeship attach automatically by the affirmative
act of the trustee in acceptance of the public office.

Throughout this Handbook, specific laws and regulations are cited under many sections.

Each area of trustee responsibility requires a wide range of collective knowledge and experience.
Trustees need to be aware of the relevant legal requirements, strive to act within the laws, and
seek expert assistance as appropriate. When legal issues arise, the trustee board should seek
guidance from Town Counsel, as appropriate, or consult with an attorney familiar with laws
applicable to libraries.

Chapter 1 of this Handbook under the section Who Does What? delineates the differing roles

of trustees and the library director regarding the legal responsibilities for care of the library.
Trustees should rely heavily on their director’s expertise and knowledge of local, state,

and federal laws which affect the library. However, trustees hold a higher responsibility to the
public to assure that all policies and practices conform with all legal requirements, whether local,

state, or federal.
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GENERAL DUTIES OF PUBLIC OFFICERS:

O Understand and obey federal, state, county and local laws
O Accept office, including all its powers and obligations

O Diligence in the job

O Choice of subordinates

O Management of property for constituency

O Fiduciary responsibility

MASSACHUSETTS GENERAL LAWS- CHAPTER 78

Chapter 78 of the Massachusetts General Laws is the statutory authority for public
libraries in Massachusetts. All trustees should read through Chapter 78 and become
familiar with its provisions and scope of authority. Certain provisions of the law,
especially sections 7 through 13, apply directly to trustees’ and librarians’ powers
and responsibilities. The full text of Chapter 78 is available here:
https://malegislature.gov/Laws/GeneralLaws/Partl/TitleXll/Chapter78.

Key sections of Chapter 78

SECTION 7 allows for the establishment of public libraries by cities or towns and describes
the requirements for public record keeping. It states: “That part of the records of a public
library which reveals the identity and intellectual pursuits of a person using such library shall
not be a public record...” It is important for trustees to know what constitutes a public record,
to develop a policy for the library which conforms with the law, and to understand and enforce
such policy. The Secretary of the Commonwealth has produced a helpful Guide to the

Massachusetts Public Records Law (http://www.sec.state.ma.us/pre/prepdf/guide.pdf).

SECTION 8 addresses serving non-residents, and should be consulted if needed in conjunction
with the State Aid to Public Libraries program regulations. (See chapter 7 of this Handbook for
a description of the State Aid program.)
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SECTION 10 describes the process by which trustees are selected, when no overriding
governance structure such as a town or city charter or other special legislation is in place, and

also mandates that the board designate a chairperson and a secretary annually.

SECTION 11 states “The board shall have the custody and management of the library and reading
room and of all property owned by the town relating thereto.” This section is the only provision in
the law which explicitly states the trustees’ powers and duties.

SECTION 12 mandates that the library board make an annual report to the town.

SECTION 33 states that each library must have a written policy for the selection of library
materials and the use of materials and facilities. (See chapter 4 of this Handbook for
a discussion of policies.)

SECTION 34 addresses employment contracts for library employees.

A note about Corporation/Association Libraries: Sections 1 and 13 of Chapter 78
specifically address association and corporation libraries, giving them more autonomy
and self-governance than town libraries. It is important for all library boards to know the
history of their library, and how Chapter 78 and other state laws apply to the library based
on its founding documents.

TOWN AND CITY CHARTERS and HOME RULE PETITIONS

Some Massachusetts municipalities are governed by special legislation or a charter, components
of which may or may not relate directly to the library. It is critical for trustees to know if their
municipality has such a charter or has plans to implement one, and if so, how its provisions affect
their library. While trustees have traditionally looked to Massachusetts General Laws Chapter 78
to delineate the rights and responsibilities of trustees to exert “custody and management” over

public libraries, a local charter will take precedence over Massachusetts General Laws.
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If your community is planning a charter change or adoption, make sure that at least one trustee
becomes familiar with the charter reform process, and is informed every step of the way about
proposed changes. A proactive board is a well-informed board which serves as a partner

in the change process. It is much easier to keep unfortunate changes out of the charter than

to try to fix problems after the fact. The following are issues which may not constitute the

main thrust of the changes to the charter, but may somehow “sneak” in if trustees

don’t pay careful attention:

O Who will the director report to? In some towns, the town administrator has the authority
to appoint department heads. Make sure that the power of the library board is not eroded;
in other words, make sure it is spelled out in the charter that the board of trustees governs
the library and appoints the director.

O Will the library be grouped with other town departments for purposes of efficiency?
The library could lose its status as a separate department, becoming combined with other
departments which do not share common missions or organizational/operational methods.

O Will all human resource functions be centralized? Under whose control? Trustees should help
develop a municipal plan for the transfer of employees between departments. Make sure

the library director has responsibility for the hiring, dismissal, and supervision of library personnel.

O Any charter proposal should contain provisions specifying the duties and powers of the board
of trustees. Make sure the board has control of the library’s budget, personnel issues,

and policy making authority.

O Another issue that might be introduced is the number and kind of trustees. Monitor for proposals
that would change the way trustees are elected or appointed. Who has the authority to appoint
trustees? Will there be ex-officio trustees (those appointed by virtue of their office, i.e. selectmen

and clergy) who may change the constitution of the library board?

If your municipality is considering a charter or home rule change, it is imperative for your board to
be involved and aware of the seriousness of the issues at stake. If charter reform, home rule petition
or other effort is underway to revamp municipal power and decision-making, the library should get
involved from the start to advocate for wording which exempts the library from being under the

control of another municipal department or officer.
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Successful boards of trustees know what’s happening in their communities
and are active players in the local political process. Remember that it is
your responsibility as a trustee to advocate for the best possible library
services and practices. Library boards that stay active and involved in
community affairs yearround are better positioned to make their case for

the library than boards that wait until “crunch time” to get involved.

|| OPEN MEETING LAW

Public bodies, which generally include public library trustee boards, are required to comply
with the Open Meeting Law (MGL ch. 30A, sec. 18-25), as enforced by the state Attorney
General’s office. As noted in the AG’s Open Meeting Law Guide, “The purpose of the

Open Meeting Law is to ensure transparency in the deliberations on which public policy

is based. Because the democratic process depends on the public having knowledge about
the considerations underlying governmental action, the Open Meeting Law requires, with
some exceptions, that meetings of public bodies be open to the public.”

All library trustees should be familiar with the Open Meeting Law, which mandates meeting
notices be posted prior to meetings of public boards, requires records or “minutes” of
meetings to be kept, and delineates certain instances in which portions of meetings

may be closed to the public. The Attorney General’s office has some helpful resources

on their website, including the extremely useful Open Meeting Law Guide, at
http://www.mass.gov/ago/government-resources/open-meeting-law/.

Questions concerning the Open Meeting Law should be directed to the local Town

Clerk or the Attorney General’s Division of Open Government.

Certain library boards, such as boards of some association libraries that are not municipal
departments, may not be considered public bodies under the Open Meeting Law. If such a board
is uncertain of whether it must comply with Open Meeting Law, the board should contact the
Attorney General’s office directly for a determination. Some association/corporation libraries may
be required to follow Open Meeting Law under agreement with the municipality that they serve.

It is strongly recommended that all library boards follow the tenets of the Open Meeting Law, even
if they are not required to by law. A board that practices openness and transparency will be better
able to maintain a good relationship with the municipality and seek support from its community.
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|| ETHICS/CONFLICT OF INTEREST LAW

All public library trustees who are elected by the community or appointed to their board by
town/city officials are considered municipal employees under MGL ch. 268A, and are subject
to the State’s Conflict of Interest law. Trustees should receive a summary of the law annually,

and every other year must complete a mandatory online training.

The State Ethics Commision has many helpful training materials on their website
(http://www.mass.gov/ethics/), including a Summary of the Conflict of Interest Law

for Municipal Employees, and Explanations of the Law specifically for Public Library
Employees, including trustees. Should issues such as conflicts of interest, disagreements
regarding employment practices, harassment, or public dissatisfaction with the library
arise, trustees and staff members may choose to contact the State Ethics Commission

at (617) 371-9500. The Commission also offers guidance through an Attorney of the Day
to individuals who may be facing a conflict of interest.

Trustee boards should develop and abide by an ethics/Conflict of Interest policy, as conflicts
will arise. This is especially true for association and corporation libraries, whose board members
are self-perpetuating and may not otherwise be bound by the Conflict of Interest law. A sample
conflict of interest policy can be found at http://www.ala.org/united/trustees/policies.

Trustees should be aware that the library profession has its own guidelines for ethical
behavior (see Code of Ethics of the American Library Association in Appendix 1B).
Additionally, United for Libraries, the American Library Association division for Trustees
and Friends, has an official Public Library Trustees Ethics Statement:
http://www.ala.org/united/sites/ala.org.united/files/content/trustees/orgtools/
Ethics%20Statement.pdf
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| LIABILITY

There is a certain amount of potential liability involved with being a library trustee. It is advisable

to discuss this matter at library board meetings and with municipal officials to make sure that

you are adequately insured. While public officials may be immune to individual liability for actions
performed in good faith within the scope of their office, personal liability may be possible for things
such as public records and open meeting law violations, injuries or damages due to carelessness,

and ethics violations.

It is important for trustees to have an understanding of the library’s liability in case of emergen-
cies and accidental injury. Inquire from the local municipality about liability insurance coverage for
directors, trustees, volunteers, and patrons of the library. The Massachusetts Municipal Association
(MMA) is an excellent source of information regarding municipal policies and practices. You can
contact them at (617) 426-7272 or view their website at http://www.mma.org. If you have any
questions or concerns about the library’s liability, consult your local municipal counsel.

Library boards must also avoid taking actions that violate rights guaranteed by the federal
constitution of federal law. Special care must be exercised in actions that concern discrimination
laws, employment laws, and First Amendment rights. Before taking any actions that may jeopardize

these rights, it is strongly recommended that the board seek the advice of an attorney.

"] MASSACHUSETTS LAWS PERTAINING TO LIBRARIES

It is advisable for trustees and the library director to acquire a familiarity with local, state and
federal laws which may have an impact on library management by consulting with local municipal

officials and other authorities.

Although there are many Massachusetts laws which could apply to library management,

the following is a selective list of Massachusetts laws which have a broad impact on the board
of trustees and which are particularly relevant to the general administration of Massachusetts
public libraries. Full text of Massachusetts General Laws may be accessed online at
http://www.malegislature.gov/Laws/GeneralLaws/Search.
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A Selective List of Massachusetts Laws with Relevance to Libraries:

Accessibility of Public Buildings by Handicapped Persons (ch.22 §13A)
Anti-Discrimination Law (ch.151B)

Charitable Corporations (ch.180 §§1-11C, 26-26B)

Confidentiality of Library Records (ch.78 §7 ; ch.4 §7(26) ; ch.66 §10)
Conflict of Interest (ch.268A §§17-25)

Crimes in/against libraries:
O Destruction or Mutilation of library Materials (ch.266 §§99, 100)
O Theft of Library Materials (ch.266 §§99, 99A)
O Disturbance of Libraries (ch.272 §41)
O Harmful to Minors Act (ch.272 §§28, 31)

Funds:
O General Receipt of Funds (ch.44 §53)
O Receipt of Grants or Gifts (ch.44 §53A)
O Replacement Funds (for lost or damaged materials) (ch.44 §53)
O Revolving Funds (ch.44 §53E1/2)
O Trust Funds (ch.44 §§54, 55B)
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Labor Relations: Public Employees (ch.150E)
Liability (ch.258)

Public Libraries:
O Establishment of Free Public Libraries (ch.78 §§1, 7-13)
O Trustees of Town Libraries (ch.78 §§10-13)
O Association/Corporation Libraries (ch.78 §§1, 13)
O Board of Library Commissioners (ch.78 §§14-15, 19)
O State Aid to Cities and Towns for Free Public Libraries (ch.78 §§19A,B)
O Joint Libraries (ch.78 §11)
O Written Policy for Selection of Materials (ch.78 §33)

O Written Employment Contracts with Library Directors (ch.78 §34)
Open Meeting Law (ch.30A §§18-25)

Public Records (ch.66 §§1-18)
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CHAPTER FOUR

Policy Making

| WHATIS POLICY?

Briefly stated, policy is:

O A broadly stated guideline for actions and decisions

O Any governing document which describes a principle or plan

O A general statement for supporting library operations, rules, regulations, and use
O The basis for procedures, but not a detailed course of action

O A statement in accordance with the purpose and legal structure of the library

Policy making is one of the board’s most important functions. The board establishes written
policies to govern and guide all phases of library operation. Library policies should evolve

to reflect the library’s mission/vision statement(s), current strategic plan, and/or long-range goals.
Policy statements must reflect local conditions and needs, and express a true commitment

to service and leadership. Some policies may be controversial. Board members should be

aware of policy rationale or revisions of policy that could generate public inquiry, in order

to respond to questions from the community. Trustees may be called upon to defend or interpret

policies to the public or governing officials.

Every trustee should have a copy of the library’s policy manual and be completely familiar with
the rationale for each statement. A thorough understanding of all policies is essential in order

to knowledgeably adopt new policies or revise existing ones.
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Benefits of Policy:

O Supports the library’s overall plans, goals and objectives

O Guides library director and staff in implementation of board decisions

O Provides direction and consistency in library operations and day-to-day service to community

O Positions board to handle problems more effectively

O Aims to protect the rights and fair treatment of all patrons and staff members

Policies vs. Procedures

It is important to note 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 spells out the specific
steps (who, what, when, and how) the library will take to carry out a service and respond

to requests. While policies are created and approved by the board, procedures are generally

set by the library director and/or staff.

LIBRARY POLICY MANUAL

To be effectively implemented, all policies should be recorded, compiled and organized for ready
access in a policy manual. The contents of a policy manual are probably best categorized and
numbered under some form of topical heading for easy reference. As each new policy or revision
is adopted, the policy should be numbered and the date of adoption noted. Trustees wishing to
review an established policy can then refer to the appropriate minutes and reports to learn what
alternatives were considered and why the specific policy option was adopted.
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Copies of the policy manual should be housed in the library, and staff should be encouraged to review
them periodically. The director should instruct personnel in the rationale of policies, so that staff
members understand the basis for procedures and board decisions. Key policies should be publicly
posted for library users, within the library and on the library’s website, and all policies should be

available to library users by request.

What Should You Do If Your Library Does Not Have A Policy Manual?

Propose at the next board meeting that someone, for example the library director and a trustee,
review all of the board minutes and list all board decisions (with the date of adoption) and categorize
them into topical headings. Decisions constitute the basis for policy and are the board’s policy even
if not so called. Once a comprehensive listing is compiled, the appropriate committees of the board
should review the statements collected and determine if each should stand alone or be worked

into a larger policy on the same topic.

POLICY MAINTENANCE

Annually, policies should be reviewed if not in total, at least on a rotating basis; some boards have
found it helpful to review one policy each month. Reviewing policies on a routine basis helps to assure
that policies stay current and relevant. An outdated policy may be just as problematic as no policy at
all. For example, does your library have a policy that addresses VHS tapes but not one that addresses
use of library wireless internet access? Ideally policy revisions and creation of new policies should be

proactive rather than reactive.

POLICY DEVELOPMENT

Policy development and decisions regarding policy impact all aspects of the library. Trustees
should allow adequate time for comprehensive policy creation, assessment, and revision.
Strong, well-developed policies help guide library staff and trustees in daily operations and
in crisis situations. While trustees have the legal responsibility and authority to make policy,
best practices indicate that the decision process works best when the library director and
other staff are involved in researching options, preparing draft policies and presenting them

for board consideration.
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Policy Development Process Includes:

A statement of the condition or problem, past or present, which requires policy consideration

O A statement telling how any policy will contribute to the accomplishment of the library’s

goals and objectives
O A statement of all existing policies related to or affected by the policy decision

O A listing of policy options available, with an analysis of:
O Long and short range effects of enacting the new policy
O Potential side effects, positive or negative, of passing each policy
O Relevant legal ramifications

O Cost in terms of library resources: staff, budget, collection and buildings

O A recommendation accompanied by a summary of the corresponding rationale for changes

in related policies
O Draft of concisely worded proposed policy
O Review by municipal counsel, if appropriate

When creating and revising policies, keep in mind that they should be legally defensible;
that is, they must be able to stand up in a court of law, in the event that a policy should
be challenged. A legally defensible policy must: comply with local, state and federal laws;
be consistent with the library’s mission and goals; and be clear, understandable and
reasonable. Once policies have been established, they must be publicly available,

and applied equally to all without discrimination.
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|| KEY POLICY AREAS

Some policies govern service to the community. Other policies govern the day-to-day
management of the library. Below is a list of key policy areas. Local needs and situations will
determine the content and details of the policy manual. The Massachusetts Library System
maintains a Policy Collection at http://guides.masslibsystem.org/mapolicycollection.
Consult this Policy Collection for samples of policies that may be appropriate for your library.

PUBLIC SERVICE POLICIES reflect the library services and resources available to the community
and should be available to the public online and/or in print. Individual policies can include: eligibility
for use/library card, circulation, technology and internet use, patron behavior, meeting rooms, etc.

TRUSTEE BOARD POLICIES are largely covered in the board’s bylaws and concern the manner
in which the board should operate as well as the responsibilities of trustees individually and
collectively. Additional board policies that may not be covered in the bylaws might include travel
and other expenses; membership and participation in professional library organizations; library

funds, investments and other financial matters; and an ethics policy.
VOLUNTEERS POLICIES cover the roles, responsibilities and supervision of library volunteers.

GENERAL MANAGEMENT POLICIES may include organization authority and responsibility,
financial and records management, and others. In many cases, these may be governed by the

municipality and may not come under the purview of the Board of Trustees.

FACILITIES POLICIES direct the maintenance and use of the library building, grounds,
and physical assets. Individual policies can include emergency plans (snow days, power loss,
accidents), disaster plans, and use of equipment.

MEETING ROOM POLICY is imperative if the library has a meeting room. This policy covers
who may use the room, for what purposes, and under what circumstances. A thorough and clear
meeting room use policy is the best way to prevent misuse of the space and avoid the negative
publicity that can arise from a group being denied use of the meeting room without a sound policy

backing such a decision.
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PERSONNEL POLICIES must comply with all pertinent state requirements and the federal
Equal Employment Opportunity Act of 1972 which prohibits discrimination because of race,
color, religion, sex or national origin in any term, condition or privilege of employment.

Any matter which is set by the local municipality is NOT policy and thus not included here.

Personnel policies may include:

O Training and continuing education O Professional affiliations

O Attendance at professional meetings O Use of substitute staff

Note: While most libraries are covered under the personnel policies of their municipalities,

association/corporation libraries may, in some cases, set their own personnel policies.

COLLECTION DEVELOPMENT / MATERIALS POLICIES are the only category of policy
mandated for public libraries by state law. Massachusetts General Laws, Chapter 78, section 33,
requires each library’s board of trustees to establish a written policy for the selection of library
materials and the use of materials and facilities in accordance with standards adopted by the
American Library Association. The law also states that no employee shall be dismissed for

the selection of library materials when the selection is made in good faith and in accordance

with policy.

Although the law only mandates that each library have a selection policy, a comprehensive
collection development policy should address the following: scope and emphasis of the
collection, responsibility for selection, collection maintenance, withdrawal and disposal

of materials, donated materials, and reconsideration of materials, etc.

GIFTS AND SPECIAL MATERIALS POLICIES should cover conditions of acceptance,
retention, and administration (acknowledgment, recognition, record keeping) of a wide

variety of gifted or donated materials, such as: property, physical objects, historical or religious
materials, special collections, and writings of local authors, as well as monetary gifts and gifts

for memorial purposes.

Chapter FOUR / Policy Making




|| INTELLECTUAL FREEDOM

Collection development and materials policies are guided by the principles of intellectual freedom.
These stem from the First Amendment of the Constitution, which affirms a citizen’s right to hold
individual beliefs and to express them. Freedom of speech and freedom of the press also apply
to its counterpart, the right to unrestricted access to the expressions and beliefs of others.

These concepts are expressed and supported by the American Library Association’s Library Bill
of Rights (see Appendix 4A), which all library boards should adopt. More information is available
through the ALA’s Office for Intellectual Freedom: http://www.ala.org/offices/oif.

The Role of The Public Library Trustees

Public libraries play a unique role in the preservation of democracy by providing an open,
non-judgmental institution where individuals can pursue their interests and gain an understanding
of diverse opinions. Trustees play an essential role in safeguarding the intellectual liberty of the
public, and they must recognize, understand, and support freedom of access. The test of a trustee’s
commitment comes when they are called upon to allow and defend the expression of ideas that

may be in opposition to personal beliefs of right or wrong.

Censorship campaigns have been waged against ideas and works throughout history for many
different reasons: politics, sex, religion, science, civil rights, and race. History has often shown
that what is censored at one time or by one person may be a classic in another time or for
another person. Trustees have an obligation to assure that the public library provides readers
with a variety of materials representing a continuum of viewpoints: liberal, conservative

and “middle of the road”, regardless of special interest pressure groups.

Be Prepared

The politically astute board and library director should prepare comprehensive collection
development and public service policies to guide the selection of materials and address potential
censorship attempts. Trustees must recognize the right of citizens to question any board actions
and be willing to listen and to explain the policies of the library. The board should be open and

concerned without accommodating censorship demands.
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|| CHALLENGED MATERIALS

Dealing With Concerns about Library Resources

As with any public service, libraries receive complaints and expressions of concern.

One of the librarian’;s responsibilities is to handle these complaints in a respectful and

fair manner. The complaints that librarians often worry about the most are those dealing
with library resources or free access policies. The key to successfully handling these
complaints is to be sure the library staff and the governing authorities are all knowledgeable

about the library’s policies, complaint procedures and implementation.

As normal operating procedure each library should:

Maintain a materials selection policy. It should be in written form and approved
by the appropriate governing authority. It should apply to all library materials equally.

Maintain a library service policy. This should cover registration policies, programming

and services in the library that involve access issues.

Maintain a clearly defined process for handling complaints. The complaint must
be filed in writing and the complainant must be identified before action is taken.

A decision should be deferred until the board has had the opportunity to fully consider
possible actions. The process should be followed, whether the complaint originates

internally or externally. (A sample form is included in Appendix 4B.)

Maintain familiarity with any local municipal and state legislation pertaining

to intellectual freedom and First Amendment rights.

Following these practices will not preclude receiving complaints, but should provide a base
from which to operate when concerns are expressed. When a complaint is made, follow one

or more of the steps listed below:

1. Listen calmly and courteously to the complaint. Remember the person has a right to express
a concern. In the event the person is not satisfied, advise the complainant of the library policy
and procedures for handling statements of concern. If a person chooses to fill out a form

about their concern, make sure a prompt written reply related to the concern is sent.
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2. It is essential to notify the administration and the library board of the complaint. Present full,
written information giving the nature of the complaint and identifying the source.

3. When appropriate, seek the support of the local media. Freedom to read and freedom
of the press go hand in hand.

4. When appropriate, inform local civic organizations of the facts and enlist their support.

Meet negative pressure with positive pressure.

5. Assert the principles of the ALA Library Bill of Rights as a professional responsibility.
Laws governing obscenity, subversive material, and other questionable matter are subject
to interpretation by courts. Library materials found to meet the standards set in the materials
selection policy should not be removed from public access until after an adversary hearing

resulting in a final judicial determination.

6. Contact the ALA Office for Intellectual Freedom and the Massachusetts Library Association’s
Intellectual Freedom Committee to inform them of the complaint and to enlist their support
and the assistance of other agencies.

The principles and procedures discussed above apply to all kinds of resource-related complaints
or attempts to censor and are supported by groups such as the National Education Association,
the American Civil Liberties Union, the National Council of Teachers of English, and the American
Library Association. While the practices provide positive means for preparing for and processing
complaints, they serve the more general purpose of supporting the ALA Library Bill of Rights,
particularly Article Il which states: “Libraries should challenge censorship in the fulfillment

of their responsibility to provide information and enlightenment.”
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Support and Information Sources

Sample policies and guidelines for dealing with complaints are available through the
Massachusetts Library System, the Massachusetts Board of Library Commissioners, and the
American Library Association Office for Intellectual Freedom. Collection development policies often
address challenges to and reconsideration of library materials. (See the Massachusetts Library
System’s policy collection at http://guides.masslibsystem.org/mapolicycollection for samples).
ALA also has resources and support to deal with challenges to libraries, available at

http://www.ala.org/tools/challengesupport.
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CHAPTER FIVE

Planning

Four Essential Areas of Planning for Public Libraries

O Strategic Planning--Trustees, library director with input from staff, and community
representatives decide how best to move the library forward based on the community’s
needs. Includes articulated goals, objectives and activities.

O Technology Planning--Trustees work to secure adequate funding to ensure that the library
can provide access to appropriate and current technologies; and support the director’s
efforts to keep staff current in technology skills.

O Disaster Planning--Trustees support the library director and staff in creating guidelines/
documents that address two areas: how the library will support the community in an
emergency and how the library will handle an emergency involving the building.

O Facilities Planning--Trustees, library director, special committee and others review
the current facility to determine if it meets current and future needs of the community.
If a new facility is needed, a process outlined by the MBLC is followed that assists
with determining and articulating the need.
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|| STRATEGIC PLANNING

Why Does a Library Need a Strategic Plan?

Because analyzing current and future needs and trends is essential to the very existence of public
libraries. Planning answers the question: What is the role of the library in the community?
Learning what the community wants from its library and determining how best to provide it is

a shared role of library directors and trustees that includes involvement from the staff and the

community of stakeholders, residents and non-residents, library users and non-users.

Strategic planning (sometimes called “long range planning”) is important because it:
O Gives a clear sense of purpose

O Provides goals, objectives and actions to work towards

O Allows the library to develop the budget as it relates to the plan

O Helps the library gain recognition, funding and staffing when goals are accomplished

O Provides an opportunity for measurable evaluation and assessment

O Allows the library to apply for grants administered by the MBLC

Planning answers five basic questions:

1. Where are we now?

2. Where do we want to go based on our community’s needs?
3. How do we get there?

4. What timetable will move us most effectively?

5. How can progress be measured?
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|| MBLC REQUIREMENTS FOR PLANS

In order to apply for a Library Services and Technology Act (LSTA) or a Massachusetts Public Library
Construction Grant — both of which are administered by the MBLC — libraries are required to have
completed a planning process and have a current written plan (referred to as either a Long Range

or Strategic Plan) on file at the MBLC.

Deadlines for eligibility in an upcoming MBLC grant round:

O Strategic Plans are due by October 1 (if a current one is not already on file).

O Action plans must be submitted annually by December 1.

While plans are not required by the MBLC except as a prerequisite for grants
(i.e., they are not a requirement for the State Aid certification), all public libraries should

consider strategic planning for the reasons listed above.

Required Planning Components

MBLC looks for the following elements in long range plans that are submitted for eligibility

in the grant programs:

A. Mission and Vision Statements:

A Mission Statement is a concise declaration of the purpose of the library. It explains your

reason for existence, what you do (major services) and for whom (target population).

A Vision Statement is a brief, inspiring declaration of what you want your library to be. It is created

by a consensus of library stakeholders who should be able to remember, recite and work towards it.

B. Assessment of user needs:

A description of the community and its population, and the needs of the community the library serves.
It includes information based on an analysis of the population, survey results, and a description of
the library’s existing services in relation to the community’s needs. Libraries might want to look

to their parent institution’s strategic plans to see what needs have been identified for the broader

community or school population.
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C. Multi-year goals and objectives:

Goals are broad statements describing desirable end results toward which the library will work
over the long term, encompassing a vision of what services should be available. A goal is not
measurable and may never be fully reached but will probably not change over a three to five
year period. Together with objectives, goals define a course of action for meeting the needs of

a community

Objectives are specific, short range statements of results to be achieved in the implementation
of a goal. They define how a task will be done, who will do it, and when and under what
conditions. Objectives are measurable, include time frames for completion of tasks, and may

or may not change over a three to five year period depending upon progress made.

D. Brief description of methodology:

A description of the plan’s methodology should include the identification of the planning
process, such as the Strategic Planning for Results process, and any modifications to it.
Include a description of who participated, to what extent, what data was gathered and how,

and during what period the plan was developed.

E. Approval of governing board:

As documented by signatures of all responsible parties, this assures that the trustees or other

governing unit has reviewed and voted to accept the plan.

F. Annual action plan:

Outlines the steps/activities that will be used to accomplish one or more objective in a given year.
It includes a timeline and/or other measures that tell when the activities will take place and how the

objectives will be met.

Note: The annual action plan must be submitted to the MBLC by December 1st each year.
Every fall the library director and trustees review and revise the annual action plan to ensure
that it reflects activities that will take place in the next fiscal year to achieve the strategic plan’s

goals and objectives.
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Six areas to add for a more comprehensive plan:

1. Give details of services, programs, personnel, collections and facilities desired
2. Identify priorities

3. Project costs with breakdown by objectives

4. List resources needed to implement the plan

5. Assign responsibilities for implementing the plan — who will do what

6. Create a publicity campaign to accompany changes

| APPROACHES TO PLANNING

While no specific methodology is required, two commonly used options are offered below:

1. Massachusetts Library System’s preferred planning methodology: a 2-3 meeting process which
includes S.0O.A.R (Strengths, Opportunities, Aspirations, Results) and community visioning
exercises. (See http://guides.masslibsystem.org/ld.php?content_id=40570666)

2. Sandra Nelson’s Strategic Planning for Results (Chicago: American Library Association, 2008),

which outlines key components needed for planning.

Other methodologies are available as well. Which process a library should use is an individual
decision of the library, and may depend on the experience/skills of the planning committee, resources
the library is able to put towards the planning process, and the preference of the planning consultant,

if a consultant is used.

For the most current information on planning visit the websites of the Massachusetts Library
System (http://guides.masslibsystem.org/strategicplanning) and the Massachusetts Board
of Library Commissioners (https://mblc.state.ma.us/programs-and-support/planning/index.php).
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|| TOOLS FOR PLANNING

Boards can create advisory committees, sponsor public meetings, encourage staff discussions,
hire consultants and use public relations tools in the planning process. This is an opportunity

to reach out to the community and listen to their needs. It builds support for the library.

The library director and board are partners in planning with the community, not for the
community. Involve users, non-users, elected officials, students, and neighbors, as well as library
Friends, staff and board members to ensure broad based participation.

Keep in mind that there are some financial costs associated with the planning process.

Contact the Massachusetts Library System (http://www.masslibsystem.org) for more information.

The following are tools which may be useful in the planning process:

O Community Input: Attend public meetings and listen to the needs; make presentations to
groups; inform the community of what the library does and ask what they think it should be

doing now and in the future. How can it best help meet the community’s goals?

O Statistics: ARIS (MBLC’s Annual Report Information Survey), services, circulation, collection,
online database usage, people counters.
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O Data: census figures, community analysis, library and/or other community agencies

and institutions’ surveys.

O Annual and monthly reports: Library activities and services; include ideas and suggestions.

O Library Supporters: Staff, community leaders, Friends, Massachusetts Library System staff,
Networks, MLA, and MBLC consultants.

O Non-Library Entities: Municipalities, schools, regional planning agencies,

colleges and universities with information to share.

O Staff: Participation by the library staff assures commitment to a realistic plan.

O Professional consultants (especially if working toward a building program).

O Media: Press, radio, television, and online. Find those willing to help you spread the word.

O Other libraries’ experience: Neighboring libraries with proven programs.

O Library literature: Websites, blogs, newsletters, journals, articles.

O Workshops and conferences: Addressing the future of public libraries.
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| TECHNOLOGY PLANNING

Technology is now an integral piece of nearly every aspect of providing library programs, products
and services, and as such must be viewed by library trustees as it relates to planning, budgeting
and policy. Trustees should inform themselves of the required levels of funding and staffing to
support technology services, and support the library director in his/her efforts to maintain core
competencies for all staff. Due to the nature of public library service, access to technology should
be considered. Trustees can help by advocating for a useful, current website, which promotes
access to information via the internet and subscription databases. In order for these levels

of service to be met, adequate hardware, software, networking, security and equipment must

be maintained. Finally, trustees must understand and work to provide facilities that support
existing and emerging technology.

Technology planning is often integrated into strategic planning and incorporated into
other areas of planning as well. The following resources and tools are available to help
assess and develop plans for technology:

Technology Planning Guide from the Massachusetts Library System:

http://guides.masslibsystem.org/technologyplanning

The Edge Initiative:
http://www.libraryedge.org/

The Aspen Institute’s Action Guide for Re-Envisioning Your Public Library:
http://guides.masslibsystem.org/ld.php?content_id=30054358
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|| DISASTER PLANNING

Creating a Disaster Plan

Every library should develop a disaster preparedness plan. Disaster plans really have four
components — participation, integration, phased implementation, and cooperation — and they
address the issues of preparedness, response, recovery and mitigation. For a disaster plan
to be effective and accepted, participation by staff at all administrative levels is crucial, both
in the creation and in the implementation of the plan. An effective disaster plan reflects hard
choices regarding salvage priorities, final authority in directing the recovery activities, and
capital expenditures. Broad-based input and discussion will result in a plan that the staff

and community will support and implement.

The plan must be integrated into the ongoing operations of a library, just like cataloging, reference
and acquisitions. By incorporating this planning into the day-to-day operation of the library, the staff
becomes aware of issues and situations that might prove to be hazardous to the collections, staff

and/or building, thus creating a greater likelihood of the plan being accepted and implemented.

Any step taken to protect the collections from a disaster is a valid achievement towards the goal
of disaster preparedness. A phased implementation of activities, such as conducting a risk
assessment, scheduling regular roof inspections, employing preventative maintenance, identifying
salvage priorities and moving collections out of harm’s way, are legitimate steps towards the
creation of a disaster preparedness plan.

Working cooperatively with other institutions within your municipality in the development

of such a plan increases everyone’s knowledge of disaster issues, helps to maintain momentum,
and potentially provides assistance in the event of a disaster. This also includes working with the
municipal emergency management director to familiarize them with your building and collections,

and to be included in the municipality’s Comprehensive Emergency Management Plan (CEMP).
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Disaster preparedness planning will assist in building a comprehensive overview on how to prepare
for various emergencies. Many institutions have found the process daunting, especially since there
are so many components to an effective plan. The staff of the Massachusetts Board of Library

Commissioners will provide as much assistance as possible.

To assist institutions in developing a disaster preparedness plan, the Northeast Document
Conservation Center, together with the MBLC, created “dPlan: An Online Disaster Planning Tool”
(http://www.dplan.org/). While the work necessary to collect the information for the institutional
plan has not necessarily been reduced, dPlan provides staff with templates to complete along
with a significant amount of information about disaster planning. With these templates, dPlan
also prompts staff to investigate and gather information that they might not have considered
before. The process allows staff to complete those portions of the plan over time. This way
institutional staff can create their own disaster preparedness plan. At the end of the process,

dPlan allows the institution to print a plan in an organized and easily usable format.

On a larger scale, COSTEP MA (Coordinated Statewide Emergency Preparedness in
Massachusetts, https://mblc.state.ma.us/costepmal/) is a collaborative of cultural and historical
institutions and agencies as well as first responder and emergency management professionals
from federal, state, and municipal governments. The purpose of COSTEP MA is to build and
foster a statewide emergency planning process that serves the cultural and emergency
management communities and addresses disaster prevention, preparedness, response,

recovery, and mitigation. The process will ensure an ongoing dialogue that promotes mutual
understanding and coordination between these communities, both of which are committed

to protecting our Commonwealth’s cultural heritage.
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Supporting the Community During a Disaster

The role that libraries play in their community during an emergency/disaster situation is invaluable.

If their services have not been compromised, libraries can provide community members with a place
to research and contact various emergency support agencies such as FEMA, MEMA, SBA, or other
support groups. The library itself can serve as a shelter for community members, whether temporarily
providing electrical charging stations, cooling/warming stations during times of extreme weather

or temperature situations, or providing space for emergency agencies when on location in the

community (also known as Disaster Recovery Centers or DRCs).

This reinforces the need for libraries to create their own disaster plan. By providing the structure
and instructions for response during a given emergency situation, libraries can protect both their
collections and their community. Having cultural institutions such as libraries operating after

a disaster can help a community to get back on its feet faster than it otherwise would.

For more information regarding disaster planning, contact the MBLC or visit

https://mblc.state.ma.us/programs-and-support/disaster-assistance/index.php.

LIBRARY FACILITIES PLANNING

The library’s physical plant is key to both a successful and efficient operation of the library

and the effective implementation of a library’s mission. Trustees and staff should continually

be asking the question: Does the current building support and enrich programs and
services for the community? The library facility should be viewed in total, as often in correcting
minor problems, major ones are created. Therefore, it is essential that a comprehensive facilities
plan for improvements be established and implemented.

If a review of the facility indicates inadequacies, the trustees should lead the initiative to have
them corrected either by maintenance, remodeling, renovation, additions or new construction.

Chapter 11 of this Handbook discusses in greater detail new construction and renovation.

Massachusetts Public Library Trustees Handbook



Conducting a Facilities Review: Factors to Consider

O Adequacy of major service areas, i.e., circulation, children’s, young adult
O Physical accessibility for all people

O Shelving capacity

O Energy efficiency

O Adequacy of staff work areas and storage

O Ability to meet state, federal and local standards and codes

O Maintenance on a regular basis

O Adequacy of program space

O Ability to offer new technologies

O Lighting

O Signage

O Security

O Parking

O Reasonableness of location of library for optimal community access

O Appropriateness of structure and ability to house modern library services.

Once the review has been completed, the trustees and staff should develop a plan to correct the
identified deficiencies. These could range from the preparation of a budget request for painting to
the development of a major building program. Many corrections can be made to facilities without
implementing a major construction project and can be requested through the normal municipal
budget process. It is important for trustees to support and advocate building maintenance so that

the facility does not deteriorate, resulting in the need for an even greater municipal appropriation.
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What are trustees’ responsibilities?

Provide support and assistance to the library director and staff in reviewing the

present library facilities and developing a building program plan.

Obtain an appropriation and/or identify sources of funds necessary to support the

implementation of written recommendations included in the program plan.

Represent community needs and interests and ensure that they are included
in the development of the library facility.

Promote and develop a library facility that optimally supports the library’s programs

and services.

Commit to an annual review and reevaluation of the building and its facilities.

Information and assistance related to building program plans are available at the MBLC.
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CHAPTER SIX

PERSONNEL

HIRING A LIBRARY DIRECTOR

One of the most important responsibilities of a board of trustees is to hire the library director.

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, the current needs and direction of the library, requirements under State law, and

competitive salaries and benefits.

Note: Boards do not become involved in hiring other library personnel; staff hiring
responsibility belongs to the director.

The MBLC'’s Director Search Process packet

(http://guides.mblc.state.ma.us/trustees/director-search) is an excellent and comprehensive
guide to the hiring of a Library Director, and includes interview topics, a rating system, job
descriptions and examples of forms that are essential to the successful director search.
Additional resources to assist trustees with the hiring process are available at the MBLC

and the Massachusetts Library System. The library’s current strategic plan can also

be a good resource.

Before hiring a new library director, the board should make a realistic appraisal of the state

of the library. Identify the professional skills which will be needed to address and correct
whatever deficiencies are identified. Trustees should decide what qualifications the library
requires in a library director and what the library has to offer the librarian. Offer the best salary
possible to secure the services of a qualified person. Consider any added incentives or

challenges offered by the job opportunity.
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Begin with a hard look at the library. Address some fundamental questions, such as:

O What is the role of the library in the community today?
O Have library needs changed? Has the library kept pace?
O What do we really want or need in the next director?

O What is the reason for the job opening? Are you losing someone upward bound or to retirement?
Was the previous director dissatisfied? If so, why? An exit interview with the departing director

is a useful tool to help answer these questions honestly.

The answers to these questions will influence the development of the job description.
The board may want to redefine the job, elevate the position, and revise qualifications and

statements of the job responsibilities.

EMPLOYMENT LAW

Affirmative Action

Libraries must abide by federal and state laws as well as local regulations that prohibit discrimination
in relation to hiring, promotion and all other working conditions of employment. It is illegal to
discriminate on the basis of sex, gender identity, race, creed, color, religion, age, country of national
origin, individual lifestyle and physical handicap. Stated policies should demonstrate that the library
board does not discriminate. Library boards have responsibility for determining deficiencies in their

policies and adopting corrections. (See Chapter 4 for a detailed discussion of policies.)

Due Process for the Library Director

Massachusetts General Laws Chapter 78, section 34, provides for written employment contracts

with library directors. The written contract must at least outline the basic conditions of employment,
including the establishment of a probationary period. The contract must also establish the procedure
for specifying cause for dismissal after the probationary period. Trustees are encouraged to consult
with the appropriate municipal official to identify local and state regulations and procedures governing
employment practices. Sample contracts may be obtained from the Massachusetts Library System

or the Board of Library Commissioners.
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Minimum Educational Qualifications for Library Director

All public library directors in Massachusetts must hold or apply for upon appointment a certificate
of librarianship issued by the Board of Library Commissioners. Library directors in municipalities
with a population of 10,000 and over must possess a master’s Degree in Library Science. Library
directors in municipalities of under 10,000 must possess a bachelor’s degree. These minimum
education requirements must be met in order to receive state funds under the State Aid to Public
Libraries program.

A library may appoint an acting (temporary) director for a period of up to three years. An acting
director’s qualifications do not have to comply with the educational minimum requirements as set
forth in the above paragraph. The library will be eligible to receive State Aid to Public Libraries
awards as long as a permanent director with the appropriate credentials is appointed within the
three-year period. Bibliotemps® (http://www.bibliotemps.com/) is a temporary

employment service run by the Massachusetts Library System, and it can assist the library
looking for a temporary director.

Educational requirements for the permanent director are regulated by the Board of Library
Commissioners, as recorded in 605 CMR (Code of Massachusetts Regulations) 4.01(4):
https://mblc.state.ma.us/about-us/laws-and-regulations/605cmr4.php.

Questions concerning these requirements, including details of the librarian certification
program outlined in 605 CMR 3.00, should be directed to the State Aid Unit at the Board

of Library Commissioners.

Note: When a board appoints a permanent or acting library director, it must notify the
Massachusetts Library System and the MBLC to ensure compliance with the personnel
requirements and keep current with personnel changes. Forms pertaining to director
changes, as required by the State Aid program, are available here:
https://mblc.state.ma.us/programs-and-support/state-aid-and-aris/forms.php
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|| THE JOB DESCRIPTION

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 municipal service, whose

responsibilities include:

O Acts as professional/technical advisor to the library board of trustees on policy, finances,
planning, library performance, laws affecting libraries

O Hires and supervises personnel
O Implements board policy, interprets library policy for the public
O Administers the library budget

O Develops the library collection (including: books, DVDs, CDs, magazines, newspapers,
subscriptions to electronic resources, and other unconventional items such as puppets,

games, and more)
O Manages library services and programs
O Directs and provides outreach services to the community

O Manages and maintains the library facility/building, computer technology, the library’s automation
system and other library equipment

O Represents the library in the community and promotes the library and its services
O Teaches the community how to access, evaluate and use information resources
In small libraries with few or no other staff, the library director serves customers directly, providing

reference and readers’ advisory, conducting storytime and other programming, and even performing

circulation functions such as checking out books.
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Reviewing the Job Description

Before beginning the search process, the board should review and revise as necessary the job
description for the library director (or write one, if a formal description does not already exist).
When writing or revising the job description, remember you may call the Massachusetts Library
System for assistance. Sample job descriptions are available through the MLS Policy Collection

as well, at http://guides.masslibsystem.org/content.php?pid=325381&sid=2948877.

Issues that should be addressed in job description include:

O General areas of responsibility

O Specific duties

O Salary and fringe benefits

O Period of probation

O Desirable areas of expertise

O Minimum qualifications and experience

O Physical requirements, if any

Additional information:

O Current description of community

O Description of library’s overall program and plan

O Significant trends or changes anticipated.
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|| BEGINNING THE SEARCH PROCESS

Developing a Timeline

A timeline should be established for the sake of efficiency and to assure that the search process
concludes in a timely manner, though some flexibility should be built into it. The timeline
should include:

O appointment of the search committee

O review of the job description and writing the job announcement

O date for posting of job announcement and deadline for applications
O time to review applications and decide on persons to interview

O potential dates for interviews

O time for the board to make a decision and offer the job to the candidate,
and time for the candidate to respond

O anticipated starting date for the new director

Selecting a Search Committee

Give some thought to who will be involved in the recruitment process. The Open Meeting Law
permits a preliminary screening committee to review applications and conduct preliminary interviews
in executive (closed) sessions. The screening committee must contain less than a quorum of the full
board, but may include members from outside of the board. The library board is not required to create
a preliminary screening committee. However, if the full board conducts the review of applicants itself,
it may not do so in executive session. In any case, the final round of interviews must be conducted

in an open meeting session.
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A committee structured to represent the board is the most effective means of hiring a new director.
Keep the search committee to a reasonable size. Members of the board who are not part of the
search committee may have the opportunity to meet the candidates informally and tour the library

with them. Consider non-board members who may serve on the search and interview committee.
For example:

O A knowledgeable staff representative
O A municipal official

O A Friends of the Library officer

O A community representative

O A library director from a neighboring community.

Advertising

It is essential to advertise a job opening to as many potential candidates as possible, even if there
are staff members eligible f