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ABSTRACT
Some frightening truths are starting to hit home in libraries across the country – we are an aging workforce, despite the baby boomers’ belief that they are forever young.

So, how are we going to encourage younger people into our profession and then how are we going to keep them engaged, growing, learning and developing?
Fairfield City Council’s vision to be an employer of choice is spelt out in Our People Our Future: a human resources strategic plan 2007 -2011 (Fairfield City Council, 2007). Several key components of this plan are developing a positive organisational culture, growing and rewarding our own talent and fostering workforce flexibility, innovation and diversity.

The Library Service is actively working to implement these policies by arranging secondments for new graduates, building teams where mentoring is a defined goal, giving staff opportunities to be involved in cross council teams and projects and encouraging a positive culture through team building activities and fun days.
We are only at the beginning of this process but it is of critical importance, not only to the viability of our profession, but for the benefit of our communities.

INTRODUCTION
When Fairfield City Library Service started to consider the implications of our aging library profession we realized that we have only a few short years to turn the trend around if we want to see our Library Service continue to be relevant to our community. Fairfield City Council’s vision to be an employer of choice is spelt out in Our People Our Future: a human resources strategic plan 2007 -2011 (Fairfield City Council, 2007). Several key components of this plan are developing a positive organisational culture, growing and rewarding our own talent and fostering workforce flexibility, innovation and diversity. We needed to ensure that we implemented these strategies into our thinking and planning for the Library Service.
Anecdotally, we suspected that quite a few of our senior staff would be looking at retiring within the next few years but in order to get some clear data we conducted a survey in September 2008. This gave us demographic as well as qualitative information. The research was conducted using Survey Monkey which meant that each staff member was emailed the link to complete the survey online. The collation was done through Survey Monkey and the results given to us. This gave anonymity to staff as no-one from the Library Service saw the raw data.
WHO ARE OUR STAFF AND WHAT ARE THEY THINKING?
Summary of Staff Survey Results

The purpose of the survey was explained to staff at a staff meeting but with no compulsion for people to participate. The response to the survey was very encouraging - there were a total of 56 responses out of a possible 70 staff including casuals. Of those 56, 10 (17.9%) were men and 46 (82.1%) women. The results show that 88.1% of our staff have para-professional qualifications or higher (Figure 1) and that only 21.6% of our staff are under the age of 35 years (Figure 2). Approximately 51% of our staff are over the age of 45, reflecting the national statistics collected by the Federal Department of Employment (McCarthy, 2005).
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Fig. 1: Staff educational levels
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Fig. 2: Staff age groups
We also asked our staff how long they’d been working for the Library Service and what they thought they might be doing in 5 and then 10 years’ time.

Figure 3 shows that just over 30% of our staff have been with us less than 5 years while almost 50% have been with us longer than 10 years. This indicates that while we have made some progress in attracting new staff we are also doing well in retaining existing staff. However, this causes some potential tension in our management of the population cycle. The population cycle (Wilder, 2003) refers to all stages of the recruitment, compensation and retention of staff. There needs to be enough movement of existing staff to create openings for new staff while still maintaining high service levels and the stability of the organisation as a whole. This balancing of the population cycle is an issue which arises each time there is staff movement.
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Fig. 3: Years with Fairfield City Library Service
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Fig. 4: What staff think they might be doing in 5 and 10 years’ time

10.9% of our staff expect to be retired in 5 years’ time and 25.5% in 10 years’ time. Interestingly, no respondents expect to be doing the same job in a different organisation in either 5 or 10 years’ time, although 12.7% expect to be in the same job at Fairfield in 5 years’ time. It is not clear from these results whether this is because staff prefer to remain in the same organisation or whether they assume a move to another organisation would be a promotion. Not surprisingly, 38.2% and 47.3% respectively don’t know what they’ll be doing in 5 or 10 years. These results give us some indication that not many staff expect to still be working with us in 10 years’ time.
ATTRACTING AND RETAINING STAFF – GROWING AND REWARDING OUR OWN TALENT
Attracting younger staff

So, how do we recruit the new staff we need? One of the ideas we have recently implemented is employing local young people in partnership with local high schools. We asked ourselves why school aged young people weren’t applying for casual positions with us rather than the local fast food restaurants or supermarket chains. Presumably, at least one of the reasons is that the young people hadn’t ever considered working in a library. One of our staff employment agencies made contact with the careers advisor at a local high school and let them know that we were interested in recruiting students to work locally in the library. This received a very positive response and a group of students were tested and interviewed by the agency. They were also given a presentation about the variety of work available in libraries and the information field generally. Next, interviews with a selected group were conducted by our Operations Co-ordinator and Learning & Development Librarian. This was a different experience to the usual interview process as the students arrived in a group and waited around to see how the others went with their interviews. Some also displayed great confidence and lack of nerves considering it was their first job interview. Five young people were selected (two 15 year olds, two 16 year olds and one 18 year old) and began training in May. All training was held after school hours and from the beginning it was stressed that school work had to come first. They would not be asked to work during school time and would only rarely be asked to work on a school evening. It was interesting to see that they picked up the library management system very quickly but were a bit slower on the manual processes - another indication if we needed it, that this generation are natural technology users. The students are now working regular weekend shifts and will work more in the school holidays. None have dropped out and all are keen for more work. We are paying over the award rate and once they turn 18 they will go onto the standard Library Assistant rate.
Roy Sanders (2008) discusses the issue of public library staffing and the range of skills needed in the following statement:

Public libraries who commented on the availability of staff mentioned skill areas as diverse as service delivery to children, information evaluation, and systems management, and more than one stressed a need for stronger skills in IT, supervision and management, finance and marketing. 

If we expect to have a viable workforce for the future we also need to make sure that we are giving all our staff opportunities to continue the learning process. That may mean that we have to do more than just send staff on an occasional training course or to a workshop. We need to provide them with opportunities to learn relevant skills in a supportive environment. We also need to provide timely, practical, “real life” opportunities for people to learn in a way that works for them. This means that learning situations need to be created in the work environment not just the training room.

Secondments

One way of providing these learning environments is to give staff members the opportunity to be seconded to vacant positions so that they get some experience before the job is advertised. We also provide opportunities for secondments for temporary vacancies such as maternity and long service leave. An expression of interest in the position is circulated and suitably qualified people are encouraged to apply even if they don’t have the required experience.  The secondment is usually for 6 to 9 months and gives the staff member the opportunity to learn and develop skills while being supported in the new situation. When the job is advertised the staff member has some recent experience behind them to back up their qualifications. In some cases we have had several people act in positions so that more staff members have had the opportunity to develop their skill sets. When internal applicants are successful in applying for a position a domino effect is created which once again, affects the balance of the population cycle. This needs to be addressed in a positive manner by opening up more opportunities for staff development. Sometimes, of course, the secondment process has also clarified for the staff member concerned that this was not an area they wanted to pursue long term. 
Rotation

Another way we actively encourage staff upskilling is through our rotation process. Every two years staff throughout the library service are moved to another location or team within their existing position level. This allows staff to experience the very different demographics and customer bases of another location. It also gives them the opportunity to work with a new team as well as the scope to learn new skills in another position. At our main library staff can move into specialist teams such as IT, Housebound and Collections and Assets. Some of our positions are non-rotating due to the specialist skills required (e.g. our outreach librarians and direct report positions) but most staff, including our branch librarians are on the rotation schedule.

Mentoring
Recently we have set up Events Teams to plan, manage, promote and evaluate the major events we run each year. These include HSC lectures, Summer Reading program, Library lovers Day, Adult Learners’ Week and Library and Information Week among others. An expression of interest goes out to all staff for a particular team. Each branch puts forward a team member who then becomes part of that particular Event Team. The team brainstorms ideas for the event, often using one of the Outreach Team as a facilitator. Once ideas are finalised, team members decide what training and mentoring is required. Team members with the requisite skills and experience - writing press releases, designing fliers, booking presenters, caterers, venues and equipment, uploading information to the website or intranet etc – buddy with less experienced staff to help build skills and confidence. These are skills which many people would not normally get the opportunity to develop in their usual positions.The aim of this process is to give as many staff as possible the opportunity to learn and practice new skills.
Cross Council Teams and projects

Public Library staff can often feel somewhat separate from the overall vision of the Council they represent. Some of this is due to geographic separation and much of it is a lack of understanding of where the public library fits in the overall strategic plan. One way to help remedy this as well as to build library staff skills and confidence, is to encourage staff to join cross council teams and projects.

Our staff are involved in a range of projects including IT planning, intranet co-ordination, culture coaching, cultural planning, OH&S steering committee, EEO/Diversity Working party and a Council staff rock band to name just a few. These projects raise the library service’s profile with other Council staff, leading to new partnerships and projects as well as an appreciation for the range of skills and experience that library staff members bring to a broad range of community issues.
Staff skills

This comment from Aja Carmichael in The Wall Street Journal (2007) also shows that the types of skills needed in libraries are also in demand in a range of other areas. Although this piece relates to the American situation it may not be much different here in Australia.

Although library-school enrollment is healthy, low salaries and limited opportunities for advancement as baby boomers put off retirement have helped push 44% of librarians with master's degrees under age 45 -- who make up just a third of the library work force in the U.S. -- to leave for more lucrative jobs in finance, academia and the government, according to an ALA study and a report from Library Journal, part of Reed Elsevier Inc. 

We are in competition with a range of other employers looking for the sorts of skills that library staff embody. There may not be much we can do in the short term about the salaries offered by our profession but we can do something about becoming an “employer of choice”. We can build work environments where the staff feel valued and where they believe that their work contributes something significant to the community.
DEVELOPING A CONSTRUCTIVE ORGANISATIONAL CULTURE 
Organisational culture

Attracting staff in the first place and then offering them suitable, timely learning and development opportunities is still only part of the answer to creating and managing an effective workforce. Another key area is that of staff morale and sense of belonging. Fairfield City Council has been actively working on improving its organisational culture since 2000. We introduced the Human Synergistics model http://www.human-synergistics.com.au/ which encourages staff to consider the way they are expected to behave in their workplace and look at methods of improving that culture. “Culture coaches” were introduced to facilitate the process within each department and workplace across the organisation. The Library Service has two culture coaches who work with library teams as well in other divisions of Council. We aim to encourage staff to work proactively and synergistically and then to celebrate their successes.
Fun days

As an adjunct to celebrating our successes we have team fun days as well as trying to incorporate fun into even the most mundane of events – staff meetings. Some of the fun days have included celebrating Mickey Mouse’s birthday – this involved staff wearing mouseketeer ears - Loud Shirt Day, Christmas in July etc. Fun days almost always involve dressing up and, of course, lots of good food. During Library and Information Week we had a “Green Day” where even some of the customers came dressed in green.
Full staff meetings are held twice a year and both a morning and afternoon session are run to ensure all staff (including casuals) can attend. We cover the usual information but also try to make the meetings very interactive and lots of fun. Staff enjoy the opportunity to use their creativity. An example from our most recent staff meeting was that staff were asked to design the library worker of the future. This involved lots of teamwork using collage, gluing, cutting and pasting, but staff also needed to think through what was important to our profession now, and what would continue to be important in the future. Even such dry topics as OH&S can be enlivened with a board game or quiz and of course, prizes. After a recent staff meeting a new staff member was heard to comment that it was the best meeting they’d ever attended.
WORKFORCE FLEXIBILITY, INNOVATION AND DIVERSITY
In order to be sensitive to the cultural mix in our community, one of the areas of concern is that our staff reflect the diversity of that community.  Our survey showed that 57.1% of our staff spoke languages other English covering some 19 languages between them.  58% of our staff were born overseas so we do represent many of the cultures and traditions of our community. This is obviously an important component is helping our customers feel valued, understood and respected but it also places value on the cultural diversity of our staff.
This variety and diversity of our staff provides amazing potential but it is not always easy to encourage staff to think and work creatively in the pressure of the day to day running of a busy library service. One idea we tried this year was “BINGO”. We were looking for ways to encourage staff to be involved in thinking about the services, programs and resources we offer and promoting them to our customers. BINGO comes from an idea used by celebrity chef Gordon Ramsey in his restaurants. He places a “bingo” sheet listing each of the night’s menu items and gives a prize to the first staff member who sells one of each. Our BINGO sheet was designed around some of our key functions – Cultural Awareness, Marketing, Team Work, Training, Technology, Personal Development, Fun, Sustainability, Readers’ Advisory, Innovation, OH&S and Motivation. For each heading there was a task for staff to do which encouraged them to reflect on their own work practice. For example, one of the marketing tasks was to write in 50 words or less what they considered to be the most valuable thing we do. The answers showed that staff genuinely believe that what we do makes a difference, in the words of our library motto – “our libraries – making lives brighter”. We also asked for ideas and collected a fantastic array of ideas, many of which could be implemented in the short term. All the responses were collected and have been put into an action plan so that we can follow through on the collected wisdom and innovation of our staff.
CONCLUSIONS
While we have taken measures to try to ensure that we recruit and retain staff that will have opportunities to develop their potential, these measures are not enough to ensure that we have a well trained workforce which will meet the growing needs of our community into the future. Individual organisations need to strive to be “employers of choice” so that prospective recruits are attracted to our industry. We also need to recruit and keep staff that have the qualities we require – a genuine interest in people and events, flexibility, innovation, initiative, are IT savvy and have a desire to learn and encourage that ability in others. While each individual library service has a responsibility to develop its own policies and strategies, there is also a need for planning at a macro level. It will be essential that we work cooperatively in our associations and with library schools and employment agencies. These groups also need to do some effective, long term planning to ensure the ongoing viability of the profession. More flexible work practices that allow people to do interesting and meaningful work in part time or job share situations may be one possibility. Salary levels need to be reviewed so that skilled people are retained in the Library Sector rather than moving into more lucrative positions in other sectors. If we don’t act we may face a situation where we simply cannot staff our library services in the future. Libraries are important not just to those of us who have chosen to work in them; they are an essential part of providing an increasingly diverse population with equitable, accessible information and learning resources as well as a welcoming place to use regularly throughout their lives. Libraries are too important for us to risk their future by lack of planning and foresight.
REFERENCES
Carmichael, A. (2007) “The Changing Role of Librarians; As New Technologies Revolutionize Job, Low Pay Could Hinder Growth”

Wall Street Journal. (Eastern edition). New York, N.Y.: Jan 2, 2007. pg. B.8

Fairfield City Council (2007) Our People Our Future: a human resources strategic plan 2007 -2011. Fairfield, NSW: Fairfield City Council.

Human Synergistics http://www.human-synergistics.com.au/
McCarthy, J. (2005) “Planning a future workforce: an Australian perspective.” New Review of Academic Librarianship, Vol. 11, Issue 1, April 2005 pp 41-

56.

Sanders, R. (2008) Current demand and future need for undergraduate LIS education in Australia Australian Library Journal Vol. 57, No. 2 May 2008.p124
Whitnell, V. (Ed) (2005) Staff planning in a time of demographic change. Lanham, Maryland: Scarecrow Press.

Wilder, S. (2003) Management of the population cycle Demographic change in academic librarianship, Washington, DC: Association of Research Libraries, p. 27 
BRIEF BIOGRAPHY OF PRESENTER

Carolyn Bourke MEd, BA (LIS) AALIA

Outreach & Marketing Co-ordinator

Fairfield City Library Service

Carolyn is passionate about public libraries and the opportunities they offer people to reach their potential. She is a creative and innovative thinker and is always looking for ways to stretch herself and those around her. Programs such as Babytime, Cool Babies, Online Tutoring, Storytime Partnerships, Homework Centres, Literacy programs and HSC support are the result of her enthusiasm and hard work. Carolyn has taught adults at TAFE and through Community College, playgroups and Family Daycare. 

In 2005, Carolyn won the Jean Arnot Memorial Fellowship for her paper “Building social capital through networking: how public libraries can be more than repositories of information.” In 2006, Carolyn was the recipient of the Marjorie Cotton Award – a national award for developing innovative resources and services for young people in public libraries. Carolyn has spoken at various conferences and seminars including the IFLA Multicultural Satellite Conference in Pretoria, South Africa in 2007 and has published several papers.
PAGE  
10

_1287227223

