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The rusted red galvanize roof has found its way into our literature and forms part of the
Caribbean architectural landscape. When Colin Laird designed the Trinidad and Tobago National
Library building, he incorporated aspects of corrugated zinc into the design aesthetic. This bold
choice had its critics and celebrants, in fact Raymond wrote of the galavanise:
“Well, it’s galvanise at its most elegant: panels of corrugated metal sheeting with a
modern, brushed-steel sheen, and window awnings that echo, with affection and respect,
the pitched roofs of every house in Belmont and Laventille. It’s a building with a sense of
place and another important but even scarcer quality: a sense of humour.”
The rusting roof nestled under fruit trees can evoke feelings of nostalgia in the Caribbean, of
idyllic childhood, the lullaby of rain, and of bygone days. But underlying this nostalgia can also
be the discomfiture of what the rusted roof represents. It speaks of poverty in some instances and
also alerts residents that the physical structure, the proverbial “roof over one’s head” needs
attention.
The articles presented in Volume 2 of Caribbean Library Journal function as our red roof as
they encourage us to reflect on the physical library plant, our business operations, health and
safety issues, and the new services we offer to our clients. These articles are timely as Caribbean
librarians have to consider how best to reposition themselves to succeed in our current business
environment and how best to repurpose our space to suit myriad needs while at the same time
keeping the health, safety and comfort of our employees at the forefront of our initiatives.
To find solutions to the issues related to library structures (managerial or physical) is one way
Caribbean librarians can demonstrate innovation.
I wish to thank Darron Small, artist and photographer, for providing the thought provoking
image for our cover.
Reference
Raymond, Judy. 2003. “Lure of the National Library.” Trinidad Guardian. 2nd June 2003.
http://legacy.guardian.co.tt/archives/2003-06-02/judyraymond.html
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Converting a Library Space into an Information Commons: A Case Study
Marilyn Kumar and Camille D. Cheddie

Abstract
This article reviews the Information Commons (IC) Pilot Project that was implemented in 2009
at the University of Trinidad and Tobago (UTT), San Fernando Campus Library. The two units
directly involved in the project were the San Fernando Campus Library and The Learning Centre
(TLC). The paper examines the concepts of the IC from conceptualization to implementation
and evaluation and through interviews conducted with persons involved with the project’s
implementation, reviews the outcomes of the project, possible reasons for disengagement from
the Library and the project’s premature end in 2011. Finally, it makes recommendations for
transforming an existing traditional library into an IC that remains library-centric. It is hoped that
these recommendations will be useful to other libraries and will inspire the development of ICs
in small academic libraries in the Caribbean, as they seek to adapt to the changing needs of
patrons and fast emerging technologies.

Keywords: Kumar, Marilyn; Cheddie, Camille D.; University of Trinidad and Tobago; San
Fernando Campus Library; Information Commons; Small academic libraries; Caribbean
libraries
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Introduction
The explosion in the use of the Internet over the last decade has given rise to a burgeoning world
of electronic resources, which has significantly impacted the way information is sought, retrieved
and used. Academic libraries have been forced to revise and adapt their traditional roles,
services, resources, and physical spaces in order to meet the escalating, ever changing demands
and expectations of technological advancements and of a new generation of users. The concept
of the Information Commons (IC) evolved out of these emergent conditions. These same
conditions serve as the impetus for the IC Pilot Project at the University of Trinidad and Tobago
(UTT) San Fernando Campus Library.

An IC can be defined as “a new type of physical facility or section of a library specifically
designed to organize workspace and service delivery around an integral digital environment and
the technology that supports it” (Beagle 1999, 82). This focus on the technology environment is
expanded by Keating and Gabb (2005, 3), who stated that the IC incorporates both library and
Information Technology Services (ITS), but is fundamentally library-centric.

According to

Bailey and Tierney’s 2008 study, an IC is also considered to be “based on a variety of
parameters, including that it provides access to traditional library service and to various
resources and productivity software, while promoting collaborative learning, emphasizing the
‘continuum of service’ and remaining library-centric.” However, in an IC, traditional library
restrictions are more relaxed, and library furnishings are more comfortable, providing an
environment where students can easily socialize as they work. Lippincott (2010, 8) observes that
the IC “supports the social aspects of learning.”

The planning and deployment of the IC Pilot Project at the San Fernando Campus commenced in
2009. This project was an initiative primarily conceptualized and implemented by The Learning
Centre, Department of UTT (TLC). The TLC Department operated as a separate unit within the
confines of the already established San Fernando Campus Library. The project’s main objective
was to facilitate a hybrid service delivery model to provide instructional support services to
students and staff of the San Fernando Campus. However, it came to a premature end in 2011
2
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without achieving all of its objectives. This article highlights the factors which formed the basis
for the implementation and subsequent termination of the IC Pilot Project at the San Fernando
Campus library. Guiding principles for the development of the IC project included the goal of
being library-centric, providing a blend of traditional and digitized resources, supporting
appropriate technologies, providing a range of services to users, facilitating different styles of
learning while being comfortable and aesthetically pleasing.

Beagle (1999, 82), an authority on ICs, asked the very pertinent question, “…how do we adapt
the library that has grown up around the print tradition to manage service delivery in the highly
complex and fluid digital environment?” This paper seeks to show that the answer to Beagle’s
question may be linked to the natural extension, development and proliferation of the small
academic library into an IC concept through collaboration and efficient and effective use of other
existing physical spaces on campus. It embraces the “adjustment model” or Level I of the IC
from Bailey’s 2010 study. This model speaks to the concept of minimal space design and
coordination but is library-centric in nature with access to a wide array of databases, digital
resources and productivity software. A brief overview of the San Fernando Campus Library and
TLC is provided and recommendations for ICs, which may be applied to small academic
libraries seeking to adapt to new trends in technologies and changing habits of users in the 21st
century are also included.

Information Commons - A Literature Review
The literature review focuses on varying aspects of the IC from conceptualization to
implementation and evaluation, and includes the concepts, models and domains of the IC; the
staffing, training arrangements and differing modes of service delivery; the challenges, benefits
and evaluation of the IC; and the Net Generation.

Models of the Information Commons
The IC models reviewed are those presented in Beagle, Bailey and Tierney (2006). Four models
of the IC are organized according to four taxonomic levels as shown in Table 1.
3
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Table 1. Models of Information Commons at Four Taxonomic Levels
First Generation Commons

Second Generation Commons

Taxonomic

Information

Information

Learning

Levels of

Commons Model

Commons Model

Model

Commons Model

Commons

Level I

Level II

Level III

Level IV

Change

An adjustment

Isolated change

Far-reaching change

Transformational

Commons

Learning

change
Features

Computer Lab and

Wide range of

Non-library services

Closer alignment

Information

multimedia

and functions added

with institutional

Technology (IT)

productivity

e.g. student and faculty

mission added

added in the

software added

resources, services and

Library
Implications

collaborative spaces

Library

Relatively

Course management

Greater functional

coordination,

extensive service,

system integration;

integration, digital

minimum space

space integration

strategically aligned

repositories,

design

and altered

with institutional

extensive

patterns involving

mission

partnerships in

intra-library and

student and faculty

library-IT areas

activities,
integrated
laboratories within
and beyond library

Status re

Library-centric

Library-centric

Library

Not Library-centric

Not Librarycentric

Source: Adapted from Bailey 2010, 76.

Taxonomic Levels I and II, into which ICs are categorized, are First Generation Commons and
are library-centric in nature. Taxonomic Levels III and IV, into which Learning Commons (LCs)
are categorized, are Second Generation Commons and are not library-centric. In the first two
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levels, the ICs evolve as a result of adjustment or isolated changes to the library, whereas in
levels III and IV, the LCs develop out of far-reaching and transformational changes, such as
additions of non-library services and functional integration with other campus entities. The LC is
an extension of the IC in coordination with other units. The fundamental difference between an
IC and a LC is that the IC “supports institutional mission while the latter enacts it” (Beagle 2010,
19).

The IC Pilot Project corroborates with Beagle, Bailey and Tierney (2006) adjustment model in
which the IC remains library-centric whilst providing a digital and technology-enriched learning
environment and access to a range of services covering the whole process of knowledge creation.

Domains of the Information Commons
The IC has also been characterized as having three levels or domains - physical, virtual and
cultural - as seen in Figure 1.

Cultural Commons
Virtual Commons

Physical Commons:
Libraries, Classrooms

Digital Media
Social, Cultural, Political

Figure 1. Three-Domain Diagram of the Commons. Adapted from Beagle (2010, 10)
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The physical domain encompasses the spaces for learning and the tools, technology, services and
staff required to support the virtual learning environment; it enables students to initially develop
competences in a supportive environment before migrating to the use of those resources in the
virtual domain. According to Sinclair (2007, 6), “no one size fits all.” ICs are typically located
on one floor of the library; however, they can also be located separate and apart from the library,
such as the Kate Edgar IC at the University of Auckland, which is housed in a separate building
altogether.

The IC space is intended to support a variety of learning activities, ranging from informal,
individual or collaborative learning to formal, small or large group learning, individual
appointments, workshops and tutorials. Ross (2008, 13) describes it as “. . . a superb space for
collaborative learning."

The trend has evolved to accommodate the movement that embraces the concept of ‘library as a
place’. This is described in Spencer’s (2006) study, as “a destination and space that students
actually want to use and ‘be’ in.” The IC environment is comfortable and appealing, providing
relaxing areas that encourage creativity and support peer-learning and socialization. These
include modular and flexible workspace clusters, access to computers and other output
technological devices, access to laptops and other similar devices, access to presentation practice
rooms and classrooms, and spaces for purchasing and consuming food and beverages (Sinclair
2007, 4). It incorporates a blend of large, open but often noisy workspaces for collaborative
group work, with quiet and enclosed areas for individual work. The IC can be referred to as the
primary informal learning space on campus.

The virtual domain is an extensive online environment for accessing a multiplicity of electronic
resources and services by users both on-campus and off-campus. The virtual domain is
important, especially to multi-campus universities such as UTT, since it facilitates off-campus
6
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access to digital resources to students who choose not to attend the physical domain. The virtual
domain is designed so that students have access to an array of library and digital resources 24/07.
IC implementation also incorporates the cultural domain. Beagle, Bailey and Tierney (2006)
describe this domain as "the entire social and cultural arena of free speech, shared knowledge,
and creative expression in the digital age". It is a space for embracing social interaction, for
study, for relaxation, and for cultural and social events. An academic library setting is essentially
a space for quiet study and may not have sufficient space for such interaction, which may be
relatively noisy. Any complementary space that is large, open and in close proximity to the
library such as the cafeteria, could be utilized as an extension of the commons, for students to
study, eat, play and engage in social activities and in group work. Ideally, such a space should be
equipped with wireless Internet access, electrical outlets for laptop and other digital gadgets, and
flexible seating arrangements in an effort to provide a seamless continuum of services and that
one-stop shop experience from start to finish. This initiative will assist in incorporating other
services on campus to support the continuum of learning activities and must be managed
effectively from every point of the IC area. It will also, by extension, increase the space capacity
of the IC area.

One such space that integrates all domains is the “Commons 2.0”. This is centered on students
and focused on their learning; it adheres to five guiding principles: “it is open, free, comfortable,
inspiring and practical” (Sinclair 2007, 5). It adapts to changing student habits and needs,
evolving technology, and supports collaborative learning. The result is a communal living room
and considerably increased attendance and higher gate counts. It should be noted that aspects of
both the virtual and physical domains were evident at the San Fernando Campus Library.

Staffing, Training and Service Delivery in the Information Commons
A number of approaches to staffing and training for effective service delivery in the IC are
discussed in the literature. These include “redefining job descriptions of existing staff, creating
new library positions, reassigning staff from other areas and employing students” (Haas and
Robertson 2004). A number of collaborative staffing models are observed, with staff operating
7
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either from one desk or separate desks within the library or from various desks at different
locations on campus that make up the commons area. Three models of staffing an IC were
categorized in Crockett, McDaniel and Remy’s 2002 study and are listed as follows:
1. The separate facilities model integrates staff from various units in their own spaces,
either in the library or in different locations on campus.
2. The joint staffing model integrates staff from different units in separate spaces in the IC.
3. The integrated staffing model integrates a combination of staff from different units at a
single service desk.
While service points within the IC vary from campus to campus, the literature suggests that the
preferred model is the integrated staffing or one desk model with some variation of activities.
McKinstry and McCracken (2002) writes that “a student often does not know if he or she has a
technical, productive or informational question” (quoted in Keating and Gabb 2005, 9).They
support this one desk model as it works particularly well by bringing the competencies of various
staff together to treat with such issues. Orgeron (2001, 2) reported that at Loyola University in
the Academic and Career Excellence Centre staff from various support units collaborate in
providing their services but still retain their distinct administrative identities.

The Colorado State University was retooled to offer a tiered service model with both library and
ITS staff working successfully from a single service desk. The existing reference area was not
replaced but was relocated to another location in the library; both reference and IC desks were
staffed by librarians, paraprofessionals and students (Beagle 2010, 12). In many ICs the
Information Desk/Circulation Desk or Front Desk serves as the patron’s first point of contact and
general help centre, as exemplified in the IC at the University of Toronto; this IC also provides
referrals to other help desks or specialized staff and is accessible by telephone, email and the
Internet (Beagle 1999, 85).

The separate facilities model was adopted in the IC Pilot Project at the San Fernando Campus
Library. Both the Library and TLC staff operated out of separate spaces within the Library but
retained their separate identities and provided distinct services with the common goal of
8
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achieving “the best integration of professional knowledge, technology, resources and services for
patrons” (MacWhinnie 2003, 252).

Ongoing staff training is a crucial component for effectiveness in the delivery of services. The
necessity of training in order to develop a multi-skilled staff cannot be over-emphasized since the
IC staff should possess competencies that support the needs of students with varying learning
styles, all within a highly digitized environment. A number of skill sets must be acquired.
According to Bell and Shank (2004, 372-373) a ‘blended librarian’, is one with a combination of
skill sets in both traditional library skills and emerging technologies to successfully support and
enhance the teaching and learning of both students and faculty. Huwe (2003, 34-35) proposes
the “wireless reference on the fly”, with a ‘roving librarian’ who, armed with a laptop, roves
around the IC to assist students with reference services as required. He urges librarians to
physically go where the patrons need them, and claims that technological innovations that boost
mobility are not new. Britto (2011, 4) endorses this view and describes the ‘roving librarian’ as a
term “used to capture the revised role of the librarian whose function helps to re-conceptualize
reference services from fixed and immobile, to flexible, mobile and portable.” Burger (2007, 5)
comments that: “It is as simple as us going to where the people are.” Britto (2011, 4) further adds
that the professional development of librarians should encompass not only library instruction but
also “instruction in information and instructional technology skills” to enable fluency in these
skills and competence to answer such queries from students.

Most ICs are based on a partnership between the library and ITS services with varying degrees of
cooperation and integration from both. Many aim to provide a continuum of service, where the
student progresses from information access and retrieval, to interpretation, processing and
manipulation of information, and then to the creation and presentation of knowledge, all at one
location (Beagle 2010, 9-10). Students are offered a blend of complementary services from both
library and ITS staffs that together create a one-stop information shopping experience; library
staff provides circulation activities, reference consultations, research assistance and library
instruction; ITS staff troubleshoots with computer and access issues, loans laptops and other
9
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similar devices, provides media services and technology workshops, and advises on the use of
hardware and software (Seal 2012, 6). According to Beagle (1999, 82), this collaboration
enforces the concept of “strategic fit and functional integration.”

Challenges in the Implementation of the Information Commons
Many challenges exist with IC implementation.

The IC concept is based primarily on

cooperation between the library and other departments, mainly the ITS department, resulting in
sharing of expertise and collaboration in service delivery. Crockett, McDaniel and Remy (2002)
study, notes that “[t]he literature highlights the difficulties of merging distinct service cultures
and warns of a tough period of transition.” It is critical therefore, to establish clear lines of
responsibility and accountability from the start of the collaboration. If this partnership is not
clearly defined, library centric perspectives and goals may be challenged, resulting in frustration
(Koelker, Bouchard and Lutz 2010, 112). On the other hand, MacWhinnie (2003, 253) argues
that while librarians want the advantages of better equipment and technical assistance for their
patrons, they do not want the loss of autonomy that is sometimes associated with this type of
collaboration.

Another major challenge associated with the IC is training staff. While costly, training must be
ongoing and keep pace with changes in technology and system upgrades. Without training to
acquire the right balance of skill sets, library staff may feel unprepared to deal with complex
technology issues at a one-stop help desk. In other instances, there may be short staffing issues
where extended opening hours cannot be accommodated; this may lead to the acquisition of new
staff that are either cross trained or acquired via a joint staffing arrangement with other
departments; some ICs hire students to assist. Regardless of how the staff is acquired, if training
is not provided, staff will not have the essential competencies to attend to queries that may arise.
Training is critical to the success of the IC.

The acquisition of new hardware and software is costly and may often require justification and
approval from higher level management. If buy-in did not occur, then approval for additional
10
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funding may not be forth-coming. In addition, the acquisition of funding for expansion,
especially for small libraries, is another primary concern for the growing IC. In recent times too,
traditional libraries have had to downsize their print collections and increase their electronic
resources to keep pace, remain relevant and facilitate the Net Generation of students (Koelker,
Bouchard and Lutz 2010, 112).

Other challenges arise due to the popularity of the IC and include too few computers for the large
number of users, especially during peak hours, excessive recreational use of computers such as
social media, gaming and viewing of pornography, excessive noise and general messiness since
food outlets and food consumption are becoming standard features of the IC concept.

Benefits of the Information Commons
In spite of these challenges, there are numerous benefits of IC implementation. These include
improvements in the quality of service, as reflected at the Emory University IC, and new
opportunities for teaching and learning at the integrated service desk, as seen at the
Undergraduate Library at the University of Washington (Keating and Gabb 2005, 8). With the
integrated access to information and technology, students especially, stand to benefit with this
kind of one-stop shop facility. They can study individually, in groups, check out laptops, library
materials, use computers and get professional help all in one place (Dewey 2008, 91). In
addition, they can commence the research process, locate, evaluate and select required
information while readily obtaining research or technical assistance and finishing assignments
(MacWhinnie 2003, 244).

The Net Generation of Students and the Information Commons
Today’s generation of students, also called “Net Generation” (Lippincott 2006, 538-539) or
“Millennial or digital native population” (Steiner and Holly 2009, 314), was brought up in a
heavily digitized environment with technology at their fingertips. In their world, the Internet and
electronic gadgets are integral for communication, play and research. They maintain an extensive
social network, readily multitasking with instant messaging, texting and listening to music - all
11
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while conducting research or doing homework (Haas and Stillwell 2010, 18). The physical and
virtual spaces of the IC provide an almost ideal location - a one-stop shop - for these Net
Generation students with its “new and emerging information technologies ... with traditional
knowledge resources ... that support today’s social and educational patterns of learning, teaching
and research” (Steiner and Holley 2009, 316). As Beagle (1999, 84) aptly states, access to digital
resources from on-campus and off-campus, “provide[s] seamless service to patrons at all points
of need.”

Adaptation and Evaluation of the Information Commons
IC implementation or transformation is an ongoing process. It is generally accepted that the IC
must adapt and evolve to meet changing expectations, technology and advances in pedagogical
methods, social media trends, and the shifting and expanding needs of students. Beagle (1999,
83) claims that “change is the operative word, for successful implementation of an IC.” The IC
can be considered as a new type of library – it is the future of libraries.

Evaluation must also be ongoing to determine the effectiveness of the IC. Success is usually
measured by user counts, statistics on user enquiries, number of logins and student satisfaction
surveys (Keating and Gabb 2005, 4). Bennett (2005, 11), reports that the success of the academic
library is not measured by frequency and ease of use, but by “the learning that results from that
use”. Unfortunately, there is little evaluation on student learning in the literature, but hopefully
this will change as ICs mature.

In the Trinidad and Tobago, Soodeen and Dolland (2004) highlight the evolution of the IC at the
Main Library of the St. Augustine Campus. From an examination of this project it can be noted
that this IC went through several phases of physical change but remained a library-centric
project. To date this facility is still in operation and continues to be managed by staff of the
library.

The IC Pilot Project in the San Fernando Campus Library: An Overview
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Caribbean Library Journal

Volume 2

The San Fernando Campus Library is one of eight libraries in the UTT multi-campus system. It
has undergone refurbishment and is now a bright and welcoming space for study and research.
The library serves an undergraduate student population of just over 1,600 and a staff of
approximately 135. It is small and L-shaped, with a floor space of roughly 2,700 square feet. It
houses a print collection of 8,500 items and there are 15 computers for student use. The online
resources include subscription databases, e-books and e-journals. The library staff, during the
period under review, comprised a librarian and four support staff.

In spite of its size, the space supports a variety of learning styles. It is divided into three areas,
with the Circulation/Information Desk in the middle, facing the main entrance for easy access
and first point of contact upon entry. The librarian’s desk is located nearby, to support individual
reference services and consultations. At one end, there are study carrels and tables for both
individual study and collaborative group work in close proximity to the print collections. A few
comfortable armchairs in this area facilitate more relaxed reading or study. At the other end is
the physical/virtual area, which houses all the computers on circular student workstations.
Beyond this space are two group workrooms, each complete with table, chairs, computer and
whiteboard.

TLC operated out of one of the workrooms in a space about 120 square feet in area. This is
indicated on the diagram as ‘Group Workroom 1’. See Figure 2 below for a diagrammatic
representation of the layout of the library
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Figure 2. Diagram of layout of the San Fernando Campus Library

The Learning Center (TLC)
TLC is a department of UTT which provides, according to the head of TLC, expert advice for the
“embedding and maximization of the learning experiences in education at UTT, the creation of
modern, formal and informal learning spaces, and the creation of blended curricula and support
(both virtual and face-to-face for students and staff) for self-education”, (U. Rauch, personal
communication, April 18, 2013). In addition, some of the services provided by TLC include
linkages to learning space design and emerging learning technologies, social networks as well as
learning theory and course development. Accordingly, in 2009 the TLC proposed the setting up
of a ‘learning commons’ in each of the eight teaching campuses, and piloted the first project at
the San Fernando Campus Library. TLC was envisaged as a shared space providing informal
learning areas and a one-stop service area for support of learning technologies for students,
academics and other staff. It was intended to be an extended environment of the learning
experiences out of the classroom and an advice center for staff (U. Rauch, personal
communication, April 18, 2013).

The IC Pilot Project at the San Fernando Campus Library was established by TLC in April 2009.
It was set up in one of the Library’s Group Workrooms in the already established and
functioning Library. It was initiated with the expectation that, together with the Library, it would
14
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facilitate a one-stop shop for information resources and technology assistance. Both the Library
and TLC functioned as separate units within the library building. As stated by the head of TLC,
the main objective for the project was “to improve the learning environment and increase the
student’s capacity to study in groups or independently” (U. Rauch, personal communication,
April 18, 2013). Another dedicated TLC staff with responsibility for managing the project,
communicated that the rationale for the project was that TLC, in conjunction with UTT Libraries
and the ITS Departments, would facilitate a hybrid service delivery model and by extension,
provide instructional support services. The goal was to subsequently streamline various services
whereby both faculty and students would have direct access to necessary resources (I. Alha,
personal communication, April 25, 2013). Table 2 shows services provided by TLC and the
Library.

Table 2. Services Provided by TLC and the San Fernando Campus Library
TLC
•

UTT San Fernando Campus Library
TLC Helpdesk:

•

o Information Technology
Consultancy
o Call Centre

resources
•

Access to library e-resources

•

Reference services - in-person and via

o Email and Blackboard Support
o Learning Management System

e-mail
•

Support (LMS)
•

Access/loan of physical library

Use of computers and applications
software

•

Broadband high-speed Internet access

o A/V Implementation

•

Information Literacy Instruction

o Lecture Capturing

•

Photocopying service

Digital Media Production Support

o Video Conferencing
•

Access to equipment (A/V – Laptops,
Projectors, Digital Recorders)

15

Caribbean Library Journal

Volume 2

The Library staff and TLC maintained separate administrative identities and operated from
different service desks within the library. This corroborates with the ‘joint facilities model’ of
staffing identified in the study by Crockett, McDaniel and Remy (2002), with both Library and
TLC staffs functioning as two separate units within the library.

The IC Pilot Project staff members provided technology-oriented services to patrons in the
library; this initiative received tremendous support from both students and teaching staff. The
loan of laptops to students augmented the number of library computers for student use,
somewhat alleviating the high demand for computers in the library. The operations remained
library-centric, however, with the Circulation Desk still being the first point of contact, with
referral to TLC staff as necessary.

The Library staff collaborated with TLC in setting up the IC Pilot Project providing the space,
storage equipment and access to the library. TLC provided furniture and equipment for the
Workroom. The Library staff had no input in the initial planning of this project and was
informed of it just prior to its implementation. They were, however, expected to cooperate with
TLC by facilitating their operations and implementation of the project in the Library. In an
interview with Library staff, it was learnt that there were some initial reservations about what
was perceived as a ‘takeover’ by TLC of the newly acquired, much needed library space,
workroom. These reservations can be attributed to a number of factors: an increased workload,
the lack of understanding of the project’s objectives and subsequent benefits, the perception of
being excluded from the initial planning stages and the lack of relevant training to develop the
blended competencies that would facilitate the process. As a result, total ‘buy-in’ did not occur
(C. Cheddie, personal communication, March 12, 2013). In spite of these setbacks, staff relations
between the Library and TLC were quite cordial.

In August 2011, just two years after its initiation, TLC ceased its IC Pilot Project operations at
the San Fernando Campus Library and re-located the project to another Campus. Services were
still being offered at the San Fernando Campus on designated days, but not from the Library. The
16
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main reason for the termination of the project, as given by the head of TLC, was insufficient
staffing; staff had been removed from the unit without being replaced, and the same number of
services could not be provided with the limited staff remaining. In addition, there was need for
expansion of the services, but with such few staff, this was not possible. Also, expansion of the
services would require more physical space, which was not to be realized given the limited space
at the Library, and by extension, the campus. The head of TLC was also of the view that the IC
Pilot Project was perceived by the Library staff as a competing rather than a complementary
project and they were “not particularly engaged or supportive in keeping the concept afloat” (U.
Rauch, personal communication, April 18, 2013). This statement emphasizes the need for
collaboration of all stakeholders in the planning and implementation of an IC project.

Whitchurch (2010, 41) stated that in planning an IC, "support should come from groups
including library employees, library administrators, students, faculty, and campus administrators
[and that] once the decision has been made, continued support from all of these groups is vital”.
Although the staff at the San Fernando Campus Library had not been part of the planning
process, they willingly assisted with the initial set up. However, when asked to assume additional
responsibilities for delivery of some TLC-related services due to TLC staff shortages, the library
staff was disinclined to do so. Keating and Gabb (2005, 8) stated that “…librarians often find it
difficult to see the learning commons as a joint facility, especially if it is physically part of the
library.” It stands to reason therefore, that if any successful IC reimplementation is to occur,
these and other relevant factors must be dealt with accordingly.

Britto (2011, 7) notes that the impact of such a transition on Library staff to an IC environment
“cannot be overstated”. Since their roles from the traditional skill sets would ultimately change
due to a major departure from existing practice to embrace new and developing technologies,
instructional approaches and teaching practices, (Cowgill, Beam and Wess 2001, 432-433), it is
crucial for Library staff to have a voice in the planning of any IC before implementation. The
reaction of the San Fernando Campus Library staff towards The IC Pilot Project supports Britto’s
call for attention to be paid to the impact of change from library to IC on library staff. It validates
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the view of Beagle (1999, 83) that “change is the operative word, for successful implementation
of an IC”.

Recommendations for Converting a Library Space into an Information Commons
After careful reflection on the IC Pilot Project at the San Fernando Campus Library and the
literature available, it can be ascertained that “no one size fits all” Sinclair (2007, 6). In this
context, several extrinsic factors seem necessary for successful conversion of an existing small
academic library to an IC. The following recommendations are proposed vis-à-vis the planning
process; the IC domains; staffing, training and service delivery; challenges; and adaptation and
evaluation.

The Planning Process
•

Involve all stakeholders in the planning process of the IC implementation from the very
beginning, to encourage strategic inter-departmental collaboration and synergy. This will:
o Ensure that the aims, goals and expected outcomes are clearly understood
o Enable stakeholders to make the essential transitions to their evolving roles
o Lead to ‘buy in’ from staff
o Lead to greater “strategic fit and functional integration” for the participating
departments within the organization (Beagle, 1999, 82).

•

Set up an IC Committee with representation from all relevant stakeholders - campus
administrators, Library, IT, faculty, students and other pertinent parties. This committee
should be mandated to focus on pertinent issues including establishing a vision, mission and
implementation plan for the IC.
o This plan may include, but is not limited to, determining clear lines of responsibility
and accountability, identifying patron needs, pinpointing and integrating relevant
services, establishing and strengthening strategic inter-departmental alliances,
utilizing and sharing spaces, managing budgets, identifying staff roles, hours of work
and levels of competencies, arranging for staff integration, training, adaptation and
overall feedback and evaluation of goals and objectives.
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IC Domains
Physical Space
•

Begin implementation on a phase by phase basis. The IC model posited is the adjustment
model, which incorporates minimal space design and coordination for academic libraries
with limited funds and space; this is suggested as Phase I in the IC implementation process.
Additional phases are recommended, but can be done at a later stage with further planning.

•

Utilize the space efficiently and effectively to create a physically appealing, welcoming,
relaxing environment that encourages creativity, peer-learning and support a variety of
learning styles:
o Incorporate a combination of open and closed spaces for individual and collaborative
study.
o Select furniture that is functional and comfortable to create flexible workspace
clusters and promote interaction and collaboration. Existing furniture in most library
spaces may or may not fit the criteria for implementation. Consideration should be
given to furniture that is suitable for the IC environment in any future purchases.

Virtual Space
•

Outfit the virtual commons with access to computers, e-resources and online services:
o Equip with wireless internet connectivity to facilitate laptop and smart phone use.
o Include a range of IT and library services such as those offered by, but not limited to,
the Library and TLC in the IC Pilot Project. These services must complement each
other and work along a continuum that meet students’ academic needs.

•

Give consideration for use of additional computers, laptops, e-book readers and
complementary software in any future IC upgrade.

Cultural Space
Collaborate with relevant personnel from other departments for the acquisition of additional
complementary spaces that are large, open and in close proximity to the library for study,
relaxation, and for cultural and social events; such spaces could include:
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o The ITS department, which could make computers labs available to students, as
obtains at the San Fernando Campus. This is especially useful when the library is
closed.
o The cafeteria, outfitted with wireless Internet access and electrical outlets for laptop
and other digital gadgets, and flexible seating arrangements, in which students can
socialize, purchase and eat food and study individually or in groups.
These initiatives would incorporate relevant support for the continuum of learning activities and
subsequently increase the space capacity of the IC area. However, they must be managed
effectively from every point of the IC area.
Staffing, Training and Service Delivery
•

Encourage library staff to be open-minded enough to willingly move away from their
traditional roles and become proficient in the use of online tools and technology and to
ensure maximum involvement in the process. Staff roles should be revised to adapt and meet
the changes relevant to an IC environment. Librarians should embrace the concepts of both
the ‘blended librarian’ and the ‘roving librarian’ (Britto 2011, 3-4).

•

Co-opt students to assist, either voluntarily or for a stipend (depending on availability of
finances) to ease or facilitate any staff shortages.

•

Provide relevant training and even cross-training for staff to develop any emergent skill sets
they will require to be suitably qualified to meet the needs of the 21st century student. These
include, but are not limited to, instructional support in search strategies, accessing and using
research databases, evaluating online resources and in-depth individual consultation.

•

Ensure that training of staff is ongoing to keep up-to-date with the ever changing learning
environment. In cases where students are assisting in the IC, it is essential that they acquire
relevant training to ensure efficient service support in the areas where they are placed.

•

Provide a continuum of service for students - with access to an integration of traditional
library services and a variety of digital resources to promote collaborative learning; the goal
is to create an environment that exclusively supports the whole research process from start to
finish.
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Provide access for patrons by email, phone and via the Internet. This is essential as the
Information/Circulation desk is the first point of contact in the library-centric IC.

•

Manage service delivery seamlessly from the Information/Circulation desk with proper
collaboration among all IC staff. Regardless of the model of staffing adopted, staff must be
multi-skilled to answer a range of queries, or engage in a continual cross-referral system to
pre-identified specialists for queries beyond their scope.

Evaluation
•

Ensure that mechanisms are put in place to periodically evaluate the IC for effectiveness,
efficiency, usefulness of resources, policies and procedures and sustainability. Findings must
be continually revised if the IC is to remain relevant and effective.

Conclusion
While it is no easy task to convert an academic library into an IC, it is an achievable one.
Creative means of adapting print-dominated service delivery to an increasingly digitized library
environment is essential for academic libraries to remain relevant. Trends observed indicate that
traditional library services must be revised and librarians must adapt to the breadth of
technological skills required to cope in the constantly expanding and diverse digital era of the IC.
To do so successfully requires proper planning, collaboration and full participation from all
stakeholders from the very beginning. Of equal importance is the need for a willingness to accept
and embrace change, training with relevant workable models that meet the goals outlined and
continuous evaluation and assessment. The concept, value and usefulness of the IC must be
communicated effectively to all concerned.

Limited resources and spaces provide opportunity for collaborative partnering with participating
units on campus to provide a one-stop shop experience in the IC. The success of this kind of
partnering depends heavily on effective communication as realized in the IC Pilot Project at the
San Fernando Campus Library. Even though this project came to a premature end, it did initially
meet with some measure of success. We can, therefore conclude that the transition from a
traditional library to a library-centric IC is a sure way for libraries to remain progressive and on
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the cutting edge. While it may take longer than expected, and there may be unexpected hurdles
along the way, it demonstrates that libraries are forward thinking, adaptable and focused on
meeting the needs of their students. It is clear that Commons are the future of academic libraries
and the way forward. It is hoped that the concepts discussed will be of value to other academic
libraries in the region that face similar challenges in IC implementation or have a desire to make
such a transition.

22

Caribbean Library Journal

Volume 2

References

Bailey, Russell D. 2010. “Providence College Library+ Commons: A Case Study.” Journal of
Library Administration 50(2): 75-93. Accessed October 31, 2014.
doi:10.1080/01930820903454944.
Bailey, Russell D., and Barbara G. Tierney. 2008. Transforming Library Service Through
Information Commons – Case Studies for the Digital Age. Chicago: ALA Editions.
Beagle, Donald. 1999. “Conceptualizing an Information Commons.” Journal of Academic
Librarianship 25(2): 82-89.
Beagle, Donald R., Russell, D. Bailey, and Barbara, G. Tierney. 2006. The Information
Commons Handbook, New York: Neal-Schuman.
Beagle, Donald. 2010. “The Emergent Information Commons: Philosophy, Models, and 21st
Century Learning Paradigms.” Journal of Library Administration 50(1): 7-26. Accessed
October 31, 2014. doi:10.1080/01930820903422347
Bell, Steven J., and John Shank. 2004. “The Blended Librarian: A Blueprint for Redefining the
Teaching and Learning Role of Academic Librarians.” College & Research Libraries
New 65(7): 372-375. Accessed October 31, 2014
http://crln.acrl.org/content/65/7/372.full.pdf
Bennett, Scott. 2005. Righting the Balance, Council on Library and Information Resources,
Washington, D.C.
Britto, Marvin. 2011. “Planning and Implementation Considerations for the Information
Commons in Academic Libraries.” Library Student Journal, 18.
Burger, Leslie. 2007. “Transforming Reference: Online Tools are Reinventing Reference Work.”
American Libraries, 2007. 5. Academic OneFile, EBSCOhost (Accessed July 24, 2014).
Cowgill, Allison, Joan Beam, and Lindsey Wess. 2001. “Implementing an Information
Commons in a University Library” Journal of Academic Librarianship 27(6): 432-439.
Crockett, Charlotte, Sarah McDaniel, and Melanie Remy. 2002. “Integrating Services in the
Information Commons: Toward a Holistic Library and Computing Environment.”
Library Administration and Management 16(4): 181- 186.

23

Caribbean Library Journal

Volume 2

Dewey, Barbara I. 2008. “Social, Intellectual, and Cultural Spaces: Creating Compelling Library
Environments for the Digital Age.” Journal of Library Administration, 48(1): 85-94.
Haas, Leslie M., and Alison Stillwell. 2010. “The Library–Information Technology Partnership:
Challenges and Solutions.” Journal of Library Administration 50(1): 51-66.
Haas, Leslie, and Jan Robertson. 2004. The Information Commons, Association of Research
Libraries, Washington. D.C.: Association of Research Libraries, Office of Leadership and
Management Services, 2004. Harvard Library Bibliographic Dataset, EBSCOhost
Accessed July 25, 2014.
Huwe, Terence K. 2003. “Casting a Wider Net with Roving Reference: We can use Wireless
Access to Create New Synergy Between our Digital Collections and our Still-relevant
Print Collections. (Building Digital Libraries)." Computers in Libraries, 2003. 34.
Business Insights: Essentials, EBSCOhost (Accessed July 24, 2014).
Keating, Shay and Roger Gabb. 2005. “Putting Learning into the Learning Commons: A
Literature Review.” Victoria University Institutional Repository 1-28.
http://vuir.vu.edu.au/94/1/Learning%20Commons%20report.pdf
Koelker, June, Kerry Bouchard, and James Lutz. 2010. “Development of the Information
Commons at TCU: A Case Study.” Journal of Library Administration 50(2): 95-115.
Accessed July 25, 2014. doi:10.1080/01930820903455032
Lippincott, Joan K. 2006. “Linking the Information Commons to Learning.” Learning Spaces.
Accessed April 14, 2013. http://net.educause.edu/ir/library/pdf/PUB7102g.pdf
Lippincott, Joan K. 2010. “Information Commons: Meeting Millennials' Needs.” Journal of
Library Administration 50(1): 27-37. Library, Information Science & Technology
Abstracts with Full Text, EBSCOhost. Accessed July 25, 2013.
MacWhinnie, L. A. 2003. “The Information Commons: The Academic Library of the Future.”
Portal: Libraries & the Academy 3(2): 241-257.
McKinstry, J., and McCracken, P. 2002. “Combining Computing and Reference Desks in an
Undergraduate Library: A Brilliant Innovation or a Serious Mistake?” Portal: Libraries
and the Academy (2)3: 391-400.
Orgeron, Elizabeth. 2001. “Integrated Academic Student Support Services at Loyola University:
The Library as a Resource Clearinghouse.” Journal of Southern Academic and Special
24

Caribbean Library Journal

Volume 2

Librarianship 2(3): 1-5. Library, Information Science & Technology Abstracts with Full
Text, EBSCOhost. Accessed July 24, 2014.
Ross, Valerie. 2008. “Success Stories 2007–2008: Cinema Studies and Narrative Studies.”
In David C. Weigle Information Commons: First Annual Report. Accessed July 24, 2014.
http://wic.library.upenn.edu/multimedia/docs/WICAnnRep2008.pdf
Seal, Robert A. 2012. “Information Commons: The Future is Now Change and Challenge:
Redefine the Future of Academic Libraries, November 4, 2012, Beijing, China.”
Accessed July 24, 2014.
http://ecommons.luc.edu/cgi/viewcontent.cgi?article=1023&context=lib_facpubs
Sinclair, Bryan. 2007. “Commons 2.0: Library Spaces Designed for Collaborative Learning.”
Educause Quarterly 30(4): 4. Accessed July 24, 2014.
http://net.educase.edu/ir/library/pdf/EQM0740.pdf
Soodeen, Frank, and Allison Dolland. 2004. “An Information Common in a Caribbean Context
Emerging Paradigms in the Electronic Service Delivery at the Main Library, The
University of the West Indies, St. Augustine.” IFLA Journal 30(4): 302-309.
Spencer, Mary E. 2006. Evolving a New Model: The Information Commons. Reference Services
Review 34(2): 242–247. Accessed July 24, 2014.
http://www.emeraldinsight.com/Insight/viewContentItem/do;jsessionid=E344A710BD7
73D78607D6933D22591B7?contentType=Article&contentId=1558335
Steiner, Heidi M., and Robert P. Holley. 2009. “The Past, Present, and Possibilities of Commons
in the Academic Library.” Reference Librarian 50(4): 309-332. Accessed July 24, 2014.
doi:10.1080/02763870903103645
Whitchurch, Michael J. 2010. “Planning an Information Commons.” Journal of Library
Administration 50(1): 39-50. Accessed July 24, 2014. doi:10.1080/01930820903422370

25

Caribbean Library Journal

Volume 2

The Impact of Library Renovation Projects on Staff at a Small Academic Library
Beverley A. Wood with Carlyle Best
Abstract
The period 2008-2009 was one of change for the Main Library, The University of the West
Indies (UWI), Cave Hill Campus, Barbados. Not only was there a change in the administration of
the Library but for the first time in more than ten years, the library underwent a series of
renovation projects which were intended to make the library space more attractive and
functional. For the first time many staff members experienced such a comprehensive undertaking
which included inter alia the refitting of an aging air conditioning (AC) plant room and the
construction of several new offices. For much of this time the staff remained in place. Concerns
were raised about the timing of the projects, the thoroughness of the processes, the need for a
temporary relocation and the general impact of the renovations on the staff. This paper reports on
the results of a survey which sought staff members' input on how the renovations impacted upon
them.

Keywords: Beverley A. Wood; Carlyle Best; Main Library, Cave Hill Campus, Sidney
Martin Library; The University of the West Indies; Library renovations; Library
buildings; Academic libraries.
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Introduction
Since its 1963 inauguration, the Main Library 1 has undergone a number of physical and aesthetic
changes with at least one major renovation occurring each decade. This paper considers what
impact the renovation projects completed during the period June 2008 and September 2009, had
on staff at the Main Library, Cave Hill Campus, University of the West Indies (UWI), Barbados.
It reports on the results of a survey which questioned how renovations at a small academic
library impacted on the staffs’ health, safety and work environment, and what the staff's
perspectives were on the planning and communication processes for the renovation projects. In
this paper the term ‘renovation(s)’ is used to encapsulate both the physical and aesthetic changes
which have occurred.
When the Main Library was relocated from temporary quarters at the Deep Water Harbour, St.
Michael, Barbados to the Cave Hill site, it was initially a single storey building. Shortly
thereafter a second storey was completed which provided at the time, “10,600 sq. ft. for book
stacks and readers on two floors and 1,500 sq. ft. of work room accommodations” (University of
the West Indies, Committee on Library Development 1972, [94]). The projection then was that
by 1981 a further 20,646 sq. ft. of space, as well as an additional floor to add another 7,500 sq.
ft., would have been required ([101]). The 1974/75 Departmental Annual Report of the
University also underscored the need for this space.
A 1982 extension brought some relief to the space challenges. A report in the Bulletin of the
Library Association of Barbados stated that:
“the extension to the Main Library ... provides 75 percent more space in the
public services area. In addition, there is a Reader Court, a new Workroom, a
Bindery, a lunch room, designed to serve as a Conference room as well” (15).

The Main Library though recently renamed the Sidney Martin Library will be referred to
in this paper by its former name.
1
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Just over a decade later, in the first semester of the 1995/1996 academic year, the Library
vacated the second level and moved everything to the first floor, to permit contractors to
refurbish that area and to construct a new wing comprising two floors. By suspending two floors
of a new block above the car park area, south east of the existing building, the Main Library
gained 11,000 sq. f.t of space (“Cave Hill Expansion Project" 1994).
In the second semester of that academic year, Level 1 was vacated to permit refurbishment of
this floor. That meant that the entire Library collection was shifted to Level 2. This project
continued into September 1996. Upon completion of this project the Main Library comprised 29,
000 sq. ft. on three floors (UWI, Cave Hill Campus 1997, 2001). Despite the increase in the size
of the plant, the space challenges remained. Notwithstanding several other subsequent minor
renovations and building enhancement projects, with the expansion of services and collections
and the increase in the student population, the physical space of the library has had to be
adapted, repurposed and refitted continually to alleviate a growing and still urgent need for
additional space. The next major renovation activity began in 2008.
Literature Review
There is a significant amount of research on renovation projects in many types of libraries
including academic libraries. Shill and Tonner (2003) report that since 1995 there has been a
flurry of activity in library buildings in the United States (US). This building activity has
manifested in new buildings, expansions, renovations and retrofitting of library spaces. Library
administrators have sought to improve and / or adapt the facilities to meet the demands of
publishing output, users’ needs, changing technology and space requirements (Shill and Tonner
2004). By far, user needs and perceptions have fuelled a number of renovations and retrofitting
projects.

Library renovations and new construction to meet the changing needs of library patrons in this
technological age have been lauded as successes to varying degrees. From a public system in
Queens, New York (Albanese 2004) to a Law Library in San Francisco (Kelsh 2006), the
literature is replete with reports of building projects. These projects range from building an
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information commons at Mt. Holyoke’s Williston Library in Connecticut to the building of an
entire library at the new university of California-Merced Campus (Albanese 2004; Shill and
Tonner 2004).
While growing collections and demands mitigated by the increased use of technological
resources and equipment also present strong cases for increased building activities, patrons’
needs are most often the driving force behind the ‘flurry’ of building activity. The venerated
Bodleian Library at Oxford University is not excluded from the move towards a more user
friendly space. As Walsh (2010) reports, the Bodleian had been ‘reconceptualising’ its space to
provide “welcoming spaces for users - such as cafes and group-work facilities - where readers
can relax and interact, while learning” (4). The literature of these remodelling and renovation
projects shows that these projects result in a higher number of use by students and the general
public, and that these renovations are greeted with open arms by all parties involved. Much of
the literature reviewed however, does not state the impact of such renovations on staff, nor
provide guidelines on how to include staff in this process in ways that value their contribution
and experience as key stakeholders.
Where the literature has given some insight about staff contribution to the process of library
renovations, what has emerged is a clear position that a team-based approach that includes all the
relevant stakeholders from the initial planning phase cannot be undermined or overlooked to
affect the desired positive outcome. Whether renovating for the purpose of updating a space,
housing collections or technological improvement, staff involvement is purported to be key to
successful library renovations (Lucia and Piorun 2005). Library renovation is a collaborative,
consultative process. The success of the renovations in the Queens Library System, The Lamar
Soutter Library within the University of Massachusetts Medical School and the Dorraine Zief
Law Library at the University of San Francisco School of Law (USF) all laud team building as
the agent of change and as the basis of their individual success (Albanese 2004; Kelsh 2006;
Lucia and Piorun 2005; Norton et al. 2006). A team based approach to library renovation also
creates staff buy-in and staff support as illustrated by the staff of the Health Sciences Library at
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the University of North Carolina who found a unique way to make collections available to clients
throughout their renovation (Norton et al. 2006).
According to Khan (2009), library renovations change the environment in which service delivery
takes place. Staff will therefore need to adapt to a range of changes both in terms of the physical
building and of routines and processes. To this end, it is necessary and even beneficial that
information is given to those involved, in an open and honest way and that staff is engaged in the
whole process, including decision making. Khan stipulates that a key factor for success is a
shared vision where everyone is brought on board since a shared agenda benefits the whole
organization. Furthermore, according to him, the manager’s ability to assess staff needs, which
involves providing opportunities for them to contribute, builds respect for the person introducing
the change. Providing opportunities for training and personal development is also essential in
dealing with a library renovation. Channels of communication need to be kept open and one way
of doing this is to pay close attention to staff needs (Khan 2009).
Based on their experience in the renovation of twelve branch libraries in a six-month period,
Magnani and Romeo (2007) observe that this accomplishment occurred through careful, detailed
planning and a team based approach from which they were able to extract key principles to
follow using this approach. They stress the importance of preparing stakeholders for change
through frequent communication, transparency relating to goals, and listening. Lippincott (2009)
warns that if the initial planning phase of a library renovation is not extensive enough, then the
primary stakeholders in departments such as academic administration, campus planning, building
and grounds, IT and faculty groups, are not utilized. Therefore facilities are just being updated in
their current configuration. This phase needs to meaningfully engage stakeholders through needs
assessment exercises in the form of surveys, visits to departments and conducting interviews.
Without systematic communication among the parties involved, generic ideas of what is required
are generated by planners but do not necessarily fit the needs of stakeholders. Staff therefore
needs to play a central rather than peripheral role in planning groups.
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Black and Kilzer’s (2008) publication is unique in that it speaks to the relocation of staff during
renovations. They report an increased internal use of Web 2.0 tools to facilitate the renovation of
the main library at the Ohio State University (OSU). During this renovation, the library was
closed and staff relocation forced them to employ tools such as blogs, instant messaging (IM),
wikis and podcasts to keep the channels of communication among staff open while continuing to
serve patrons effectively. The article however does not address the staff's sentiments about being
accommodated elsewhere nor does it address how the relocation impacted productivity.
Librarians on the Facebook page ALA Think Tank (2013), in response to a question posed by
another member, indicate that relocation during renovations would be welcomed. However for
most it was not an option. Many note that they were required to work throughout the entire
process and a few observe that renovations occurred each summer. One group member says:
We stayed open for renovations this past spring. Our cleaning people and the
construction crew were not very good about cleaning up the dust, debris, etc.
and it was constantly tracked through the library...even though the area being
renovated was supposed to be sealed off (it wasn't). Staff had to use their own
time if they had a health issue. More attention seemed to be paid to health
concerns after a staff member filed a complaint with OSHA. So keep that in
mind in case you have any problems with the powers that be...b/c unless
patrons complain who cares if the staff get sick? After that we closed for carpet
installation and painting....but it's sad things weren't handled properly from the
beginning. (ALA Think Tank 2013)
This poster's comment underscores that priority is not often given to staff concerns during
renovation projects. This could account for the lack of treatment of staff concerns in the
literature. Another member advises that the "workplace should make reasonable health and
safety accommodations for employees" and shares a link to the United States Center for Disease
Control's page "Maintaining Indoor Environmental Quality (IEQ) during Construction and
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Renovation" (ALA Think Tank 2013). The original poster of the question sums up the discussion
thus:
We deserve more respect as professionals, and human beings. For God's sake, the
contractors doing the renovations are provided better occupational safety compliance than
it appears some of our employers provide us! (ALA Think Tank 2013)

No substantial research was uncovered about renovations in Caribbean libraries. Passing
reference is made in the Helenese-Paul (1997) and Clarke (2002) papers which are case studies
based on the Main Library of the St Augustine Campus of the UWI in Trinidad and Tobago.
Helenese-Paul speaks about the expansion of two floors and the “attendant problems and future
prospects for the Humanities Division and also the library’s attempt to merge expansion with the
emerging networked services environment” (Helenese-Paul 1997, 183). She describes the need
for the renovations and the results thereof. Her paper did not address staff issues. Clarke (2002)
centres his discussion on the development of a team with the relevant personnel needed to
address ongoing maintenance of the physical plant. He notes that in reviewing what measures are
used to preserve the collection, specifically air conditioning, the needs of staff members must be
considered. He does not identify what these needs were, though he acknowledges that with the
introduction of technology and air conditioning, staff is more susceptible to environmental health
challenges.

Libraries must by their very nature continue to expand as the need for space and services
increases. The literature reviewed has scarcely addressed the impact of renovations on staff’s
emotional, physical and psychological well-being. The research on which this paper is based
sought to redress this gap in the literature for as Zhu (2013) observes
Physical office environment and its impact on job satisfaction, privacy,
productivity, communication and collaboration has been a research topic in
many disciplines; however, there has been no significant research conducted
on such topics in library and information science literature (43).
This research project into the impact of library renovation on the staff therefore is timely.
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Current Renovation Projects
The renovation projects which began in 2008 at the Main Library were intended to address the
issues of how to accommodate the new items acquired, especially with the introduction of a new
Faculty of Medicine, to accommodate a growing student population, the increasing staff
complement and to make repairs to an aging plant.
In early summer, to alleviate some of the problems with housing items in the collection, a
decision was made to shelve two collections, the West Indies Collection and the Periodicals
Collection, in compact shelving. Shill and Tonner (2003) note that compact shelving "has
emerged as a viable and effective means for storing a large number of print or non-print items in
limited space" (454). The installation of the compact shelving and the shifting of the materials
were slated for June 1 to July 31, 2008. In a memo to all staff, the then Campus Librarian
relayed the information about the project (Karen Lequay, email message to Main Library Staff,
May 7, 2008). The project coordinator then spoke with each staff member to garner their support
and participation. It is believed that these two methods of communication contributed to the full
cooperation of and input from all staff which in turn saw the completion of this project well
within the allocated time.
The end of the summer 2008 brought yet another series of changes to the Main Library. A new
Campus Librarian assumed office at the beginning of 2008/2009 academic year. When she
moved to the Main Library, she expressed sentiments similar to those made by Madeleine
Lefebvre of the Patrick Power Library, who as a new campus librarian at the time, was notably
"struck by how dark and uninviting the library was... [with] its austere foyer ... and low lighting”
(Lefebvre 2002, 21). The new Campus Librarian's vision saw the need to make the entrance to
the foyer of the Main Library a more welcoming and bright space. This served as the catalyst for
the continued changes to the plant since then. The following are among the other renovation
projects undertaken during the period 2008 to 2009:
•

The painting of the foyer and the changes in lighting and fixture at the entrance

•

The construction of several new offices
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•

The redefinition of workspace already in place

•

The installation of a new circulation desk

•

The painting of the first and second floors

•

The rearrangement of the collection on the second floor and the change in lighting
placement

•

The building of two study rooms

•

The moving of and refitting of the AC plant room

•

The changing of workstations to newer and more ergonomically built/purposed
furniture

•

The further remediation of the whole library including the addition of
environmentally friendly ceiling tiles.

This is merely an illustration of the range of renovations which have taken place and not an
exhaustive list of the undertakings. Except for the month period, in the summer of 2009 when
they were relocated to one of the teaching buildings on campus, the staff remained in place
during all of these changes.

Survey - Methodology
The study used descriptive research for gathering staff perceptions about the renovations. It
employed quantitative methodology in the form of a questionnaire which was used to collect the
data. The participants of the study included 32 staff members, and the convenience sampling
method was used as it proved to be the most viable option.

Participants
Of the thirty-two (32) staff members who responded to the questionnaire, four (4) were
professional staff (i.e. librarians) and twenty-one (21) were Administrative/Technical/Support
(ATS) staff. Seven (7) staff members did not state their professional status. In terms of age,
twelve (12) staff members were between the ages of 26-35, ten (10) between 36-45, seven (7)
between the ages of 46-55 and two (2) between the ages of 56-65, one (1) staff member did not
indicate an age range.
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The majority of staff members (12 or 38%) were new to the Main Library; they had been
employed for five years or fewer, while an equal number of persons (3 or 9%) had been
employed 6-10 years, 16-20 years and over 30 years. Six persons (19%) had been employed for
between 11-15 years. No one indicated that they had been employed for 26-30 years. The
respondents were asked to optionally indicate their name and their department. Only six persons
responded to the question. Two persons indicated that they were from the Circulations
Department; one each indicated the Acquisitions, Serials, and Systems departments. Another
respondent indicated the "Library" for the Department.

Table 1. Demographics - Characteristics of Respondents
Variable
%
Age group:
26-35
37.5*
36-45
31.3
46-55
21.9
56-65
6.3
Missing
3.1
100
Employee status:
Professional Staff
12.5
ATS Staff
65.6
Missing
21.9
100
Length of Service:
5years and under
37.5
6-10 years
9.4
11-15 year
18.8
16-20 years
9.4
21-25 years
12.5
26-30 years
0
Over 30 years
9.4
Missing
3.1
100
* All percentages are rounded off during the discussions.
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Instrument
In July 2009 a questionnaire was developed to capture some of the issues outlined above which
were found to be lacking in the literature reviewed. The questionnaire was piloted using library
workers at Cave Hill in August 2009. Based on the respondents' comments, revisions were made
to improve the reliability of the instrument. On the advice of a research consultant the
questionnaire was further modified to categorize the questions.

In October 2009, the self-reported questionnaire called the Library Renovation Questionnaire
was completed and comprised both closed and open ended questions. It consisted of thirty (30)
questions which addressed areas of Health/Safety (Questions 1-4), Work Environment
(Questions 5-10), Relocation (questions 11-16) and Planning and Communication (17-25).
Questions 1- 22 were in Likert scale format with 5 being Strongly agree and 0 being Not
applicable. Questions 27 – 30 captured Demographic information which required participants to
state their age, years of employment, employment status and to (optionally) indicate their name
and/ or department. Unfortunately, we omitted to ask respondents their sex because we thought
the small size of the staff, and particularly the small number of male staffers, would make it
easier to identify the respondent. This omission later proved to be a limitation during the analysis
of the data collected. The questionnaire was tested for reliability and it received a Cronbach's
alpha score of 0.80 which is indicative of a high internal consistency.

With most of the renovations thought to be completed in September 2009, the questionnaire was
finally administered to library staff (both professional and support) at UWI, Cave Hill Campus in
mid-October with a return deadline set for two weeks later. Thirty-five questionnaires were
distributed to all the staff members not on leave. That number represented seventy percent (70%)
of the full staff complement of fifty at the time. Participants were asked to deliver the completed
questionnaires either via inter-office mail or directly to one of the researchers. A reminder was
sent by email to all staff after a week had elapsed. At the end of a two week period, 31
questionnaires were returned. A week later another questionnaire was returned. The response rate
of 83% was considered very good.
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Results
Health/Safety
The first four questions were categorized under the heading of Health/Safety. This section sought
to understand whether or not the respondents were concerned about and what was the impact of
the renovations on their health and safety. The majority of persons (47%) felt that the library
renovations had not impacted their health adversely. A sizeable number (34%) though did
believe that the library renovations had impacted their health negatively.

However, when asked specifically about the impact of the noise experienced during the
renovations, 44% of the respondents felt that they had been adversely impacted. See results in
Table 2. On the other hand nearly one third (31%) said that the noise associated with the
renovations had not adversely impacted them. Interestingly as much as 10% of the respondents
were neutral about the impact of the noise.

Likewise there was a larger than anticipated number of persons (22%) who were neutral about
the impact of the dust associated with the renovations on them, while 50% did not agree with the
statement. On the other hand, 19% of the respondents felt that the dust did not impact them
negatively.

During the course of the renovations, there were areas to which staff had restricted or limited
access. The final question in this section sought to understand how respondents felt about these
restrictions. The majority of persons either agreed with the statement (47%) or was noncommittal (34%). Only 13% felt hampered by the restrictions put in place.
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%

%

%

%

%

%

1: The library renovations did not
adversely impact my health (N=32)

3.1

31.3

15.6

43.8

6.3

0

0

2: The noise associated with library
renovations did not adversely impact
me (N=31)

3.1

43.8

15.6

31.3

0

3.1

3.1

3: The dust associated with library
renovations did not adversely impact
me (N=30)

12.5

37.5

21.9

18.8

0

3.1

6.3

4: The restrictions associated with
library renovations did not adversely
impact me (N=32)

0

12.5

34.4

46.9

3.1

3.1

0

No
Respons
e
N/A

Agree

Strongly
Agree

Disagre
e

%

Neutral

Strongly
Disagre
e

Table 2. Responses to Health/Safety statements
Statement

Volume 2

Work Environment
The second section of the questionnaire, questions 5-10, was concerned about the work
environment that the staff members occupied. Table 3 provides information on these responses.
A number of statements about the functionality and aesthetics of the physical space were
presented to staff. The majority of the respondents to question five (72%) felt that the
renovations had made their work environment more aesthetically pleasing, while 6% were of the
opposite opinion. A significant number, 22%, were non-committal.
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Table 3. Responses to Work Environment Statements

No Response

N/A

Strongly Agree

Agree

Neutral

Disagree

Strongly

Statement
%

%

%

%

%

%

%

5: The library renovations have
improved the look of my work
environment (N=32)

0

6.3

21.9

37.5

34.4

0

0

6: My productivity has improved
since the library renovations (N=32)

3.1

9.4

40.6

34.4

12.5

0

0

7: My workflow has improved since
the library renovations (N=32)

3.1

9.4

46.9

28.1

12.5

0

0

8: The library renovations adversely
impacted my work environment
(N=31)

9.4

28.1

18.8

31.3

9.4

0

3.1

9: My perception of the library has
improved since the library
renovations (N=32)

0

9.4

34.4

37.5

18.8

0

0

10: The library renovations have
improved the user’s perception of the
library (N=27)

0

12.5

37.5

18.8

12.5

3.1

15.6
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Questions six to eight spoke to the post renovation functionality of the work space. For question
six, the highest number of respondents, 41%, took a neutral stance on whether or not productivity
had improved post renovations. While 34% agreed that their productivity had improved post
renovations, a further 13% felt strongly that there had been an improvement. A total of 14%
disagreed with the statement.

In response to question seven, 13% of respondents strongly agreed that their work flow had
improved since the library renovations. 28% agreed with the statement but the majority, 47%,
was non-committal. As with question six, three persons disagreed and one person strongly
disagreed with the statement that their work flow had improved since the renovations.

Question eight stated: The library renovations adversely impacted my work environment. A total
of 41% responded in the affirmative, of which, 9% strongly agreed. The same amount, 9%,
strongly disagreed. 28% disagreed and 19% held a neutral position.

The next two questions were intended to understand how the employees felt about their place of
work after the renovations had been completed and for them to report on the users' perceptions.
Again the majority of respondents, 46%, felt better about the work environment. A large number,
34%, were non-committal while for 9% the library renovations had not changed their perception
of the library.

Question ten, recorded the largest number of non-responders (5) for the section. Additionally
there was a large number of neutral responses (12). Only 13% of the respondents disagreed with
the statement, while 31% thought the users' perspectives about the library had improved since the
renovations.

The large percentage of neutral responses (38%) and non-responses (16%) could

be explained by and be an indication of the staff member's lack of direct interaction with patrons.
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Relocation
The third section of the questionnaire asked for perceptions of staff relocated to a teaching
complex during the summer of 2009. Question eleven asked whether the relocation was
necessary. Six percent of the respondents chose the No Response category while 3% of the
respondents selected each of the other categories except for the 41% each who agreed or strongly
agreed to the statement. These responses are consistent with those received for questions two and
three which indicated that the dust and noise were negative impact factors.

For question twelve, 28% of the respondents answered in the negative, 19% were non-committal
while 44% responded in agreement to the statement that the temporary library space was
adequately outfitted.

Questions thirteen and fourteen asked about the functionality of the temporary accommodations.
Question thirteen asked whether productivity was affected at the temporary location. Forty-four
percent said not, while 28% believed they were less productive. Nine percent were not
committed either way. Regarding the impact on their workflow, 38% of respondents believed
their workflow was not impacted while 28% said that their workflow had been impacted
negatively as a result of being relocated. Eighteen percent were non-committal.

The final question in the section asked whether the relocation of the library services impacted the
staff. It was aimed at staff members who were also borrowers. The majority of the respondents
(56%) said they were not negatively impacted, 16% said that they had been impacted and an
equal number 16% responded in the neutral. The responses to this section have been summarized
in Table 4.
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Table 4. Responses to Relocation Statements

No Response

N/A

Strongly Agree

Agree

Neutral

Disagree

Strongly

Disagree

Statement
%

%

%

%

%

%

%

11: The relocation of
staff due to the library
renovations was
necessary (N=30)

3.1

3.1

3.1

40.6

40.6

3.1

6.3

12: The temporary
accommodations where
staff was relocated were
adequately outfitted
(N=30)

3.1

25

18.8

37.5

6.3

3.1

6.3

13: The temporary
accommodations where
staff was relocated
adversely impacted my
productivity (N=29)

3.1

40.6

9.4

18.8

9.4

9.4

9.4

14: The temporary
accommodations where
staff was relocated
adversely impacted my
workflow (N=30)

0

37.5

18.8

18.8

3

9.4

6.3

49.9

15.6

9.4

6.3

6.3

9.4

15: The relocation of the 6.3
library services due to
the library renovations
adversely impacted me
(N=29)
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Table 5. Responses to Planning and Communication statements

No Response

%

N/A

Strongly Agree

16: The details of the library

Agree

%

Neutral

Disagree

Strongly

Disagree

Statement

%

%

%

%

%

0

15.6

12.5

53.1

15.6

3.1

0

0

15.6

15.6

50

18.8

0

0

3.1

21.9

31.3

34.4

9.4

0

0

0

9.4

31.3

50

6.3

0

0

3.1

28.1

31.3

34.4

0

0

0

0

0

12.5

65.6

15.6

0

6.3

renovations were clearly
explained (N=32)
17: I was kept up to date with the
state of the renovations (N=32)
18: Each stage of the library
renovations appeared to be well
planned in advance (N=32)
19: The library renovations
appeared to be logically executed
(N=32)
20: All library renovations were
completed in a timely
manner(N=31)
21: My overall impression of the
library renovations is favourable
(N=30)
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Planning and Communication
Question sixteen asked for responses to: The details of the library renovations were clearly
explained. A total of 69% of the respondents agreed, 13% were neutral and 16% disagreed. For
the next question, the same quantity, 16% of respondents each, either disagreed or took a neutral
position in relation to the statement: I was kept up to date with the state of the renovations. On
the other hand 50% agreed that they had been well updated as the renovations progressed and
19% agreed strongly with the statement.

When asked for a response to question eighteen, each stage of the library renovations appeared to
be planned in advance, 34% of respondents agreed, 9% strongly agreed, 31% were neutral, 22%
disagreed and 3% strongly disagreed. Question nineteen stated: The library renovations appeared
to be logically executed. Fifty percent of respondents agreed, 6% strongly agreed, 31% were
neutral on the issue and 9% disagreed with the statement. For question twenty, “All library
renovations were completed in a timely manner,” 34% of the respondents agreed, 31% were
neutral, 28% disagreed and 3% strong disagreed. Table 5 presents the summary of the responses.

Almost a third of the participants took a neutral stance to questions eighteen, nineteen and twenty
and a significant amount disagreed with questions eighteen and twenty. This can be indicative of
the staff not being a part of the planning process. The responses to questions twenty-two and
twenty-four seem to support this view.

Figure 1 summarizes the responses to question twenty-one which stated: My overall impression
of the library renovations is favourable. No participant disagreed with this statement. Two thirds
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of the respondents (66%) agreed, 16% strongly agreed and 13% took a neutral stance in response
to the statement. Question twenty-two asked if the respondent was involved in the planning for
the renovations. Very few persons (6) indicated that they were involved in the planning process.
Seventy-eight (25) said they were not involved in the planning while one person did not respond
to the question.

Respondents were further asked how they assisted or how they would have wanted to assist in
the planning process. Details of how those six persons who responded in the affirmative assisted
are in Table 6 below. Those persons responding in the negative were further asked how they
would have wanted to be involved. Only seven persons gave further explanations and these are
recorded in Table 7 below.

Table 6. Responses to Q 23: How Staff Assisted in the Planning for the Renovations
Response

Percent

By packing

3.1

Giving suggestions on how the library could be enhanced

3.1

I was involved by packing and helping to lift things for the staff the
circulations desk in preparation for the move.

3.1

Partially, liaising with workmen and ordering equipment

3.1

Partially. Ordering items to be used at temporary location

3.1

Responsible for identifying the location for computers. Responsible for
setting up applications on computers and for modifying user's loan
amounts in Aleph to compensate for the lack of access to the library
during the renovations.

3.1

45

Caribbean Library Journal

Volume 2

Table 7. Responses to Q 24: How Staff Wanted to Assist in the Planning for the Renovations
Response

Percent

In relation to the timing of the renovations

3.1

No

6.3

Not sure

3.1

Not sure at this point

3.1

Only to give any suggestions or queries to renovation
plans

3.1

To be able to list my concerns and any suggestions

3.1

When asked in question twenty-five which areas of the library renovations were necessary, the
need for the 2nd floor renovations appeared the most often. Six participations responded that all
areas needed renovations. Other areas identified were “the Lunch room, wash room, Level II,
circulation Hall, the Admin office and bindery”. Many of the areas cited are staff spaces and
this indicates some previous discomfort with the spaces. A concern raised here was the fact that
there needed to be a general cleaning and in the words of one participant “Cleaning of the
building & fixing the plant room which was deemed structurally unsound”. Thirteen persons did
not respond to the question.

When asked if they had any specific comments to make about the library renovations, one
participant said that “A general cleaning should be done regularly. It may be costly, but it
prevents the library from having to close for another two week period since there won't be as
much cleaning to be done”. Another participant indicated that “Future contractors should be
given adequate time to complete jobs without having to work around stuff”. Yet another stated
that “It's okay to me, just that it getting back a bit dusty”. One respondent said that it is a “more
friendly and comfortable environment”. One participant said “Pay particular attention to the
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lighting and replacing material on the stacks correctly” and the last participant indicated that
“the new library looks beautiful and the students are happy and we hear very good comments
about the welcomed change”. Twenty-two persons did not respond to the question. These
additional comments are compiled in Table 8.

Table 8. Responses to Q 26: Staff's Additional Comments on the Renovations
Response

Percent

A general cleaning should be done regularly. It may be costly, but it
prevents the library from having to close for another two week
period since there won't be as much cleaning to be done.

3.1

Future contractors should be given adequate time to complete jobs
without having to work around stuff.

3.1

It's okay to me, just that it getting back a bit dusty.

3.1

more friendly and comfortable environment

3.1

Much improved

3.1

No

6.3

None

3.1

Pay particular attention to the lighting and replacing material on the
stacks correctly

3.1

The new library looks beautiful and the students are happy and we
hear very good comments about the welcomed change.

3.1

Discussion
The majority of staff (38%) had been employed at the Main Library for five years or less. Since
the last major renovation project concluded in 1996, this means that those persons plus any
others employed after 1996 (at least a further 9%) would now have been experiencing their first
Main Library renovation project. Staff employed prior to 1996, at least 34%, would have
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experienced at least one prior renovation project. It is uncertain on which side of 1996 fell those
who had been employed at the library for between 11-15 years (19%).
For the questions related to Health and to Safety, there were few fervent responses; most
responses were in either the 'Disagree' or 'Agree' categories. There was such a small margin
between these two categories that the dissatisfaction expressed should not be overlooked. The
large number of neutral responses was unexpected, and perhaps suggested that much
consideration had not been given to the issue. Responses to the impact of the dust and noise
indicate that there were some negative effects though the participants did not consider that their
health and safety was substantially compromised during the renovations. Perhaps the relocation
to the teaching complex may have been a mitigating factor. At best it can be said that staff had
mixed feelings about the impact of the renovations on their health and safety.

The next series of questions looked at the Work environment occupied by the staff members
after the renovations. The large number of positive responses to Question 9 is not surprising
given the extremely favourable responses recorded to Question five. This is also consistent with
the literature which indicated that users are attracted to renovated spaces (Shill and Tonner 2003;
Lefrebvre 2002). It appears that library staff hold a similar desire for a "more friendly and
comfortable environment" (Participant #25). This is also in accord with the responses to
Question 25 where the areas identified as needing the renovations were mostly staff areas.
However, the greatest number of responses to Question 7 was 'Neutral'. Despite the improved
look of and the greater satisfaction with the space most persons could not say whether with the
improved work environment contributed to a better workflow. Also worth mentioning was the
high number of neutral responses to Question 10. This suggests that perhaps the participants did
not interact with the public frequently and so could not speak to the patrons' perspectives on the
renovated spaces.

Incidentally the highest number of 'Neutral' responses for the whole questionnaire was recorded
for this series of questions. The significant number of neutral responses recorded in this section
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could suggest that the participants had not given much thought to how they were able to function
in their space prior to and post renovations. This is perhaps a possible area for further research.

Questions 11 to 15 spoke specifically to the library/staff relocation which happened during the
summer of 2009. In fact staff had just resettled into the Main Library when the questionnaires
were distributed. The highest number of N/A responses and non-responses for the entire
questionnaire were recorded for this section. During the period of the relocation, those who could
took leave and therefore would not have been present during the renovation period.

While a good number believed the space provided had been adequately outfitted, still a high
number of responses indicated that there was room for improvement. The overwhelming
majority of respondents felt that the relocation was necessary. This is consistent with the views
expressed by librarians on the Facebook group ALA Think Tank which were noted earlier. The
safety and health of staff must be given priority and that may mean the closure of the library and
or relocation of staff.

The questions about the Planning and Communication processes (Questions 16-26) were the
most in any section. Question 22 and those following did not follow the Likert scale model of the
rest of these questions. The initial project in the summer of 2008 was lauded because it was
finished well ahead of schedule and saw strong support from staff members undertaking the task.
This success was credited to the high level of communication between management and staff. It
appears that this high level of communication was maintained throughout the following months
as the responses to the first question indicate that the staff members were well updated. In fact
this section of the questionnaire had the highest number of 'Agree' responses, an indication that
staff members were indeed pleased with the consistency of the communication between
themselves and management. This is in accord with Khan (2009) who notes the importance of
keeping the lines of communication between staff and management open during the renovations.
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The responses for Question twenty-one were consistent with those given in questions five and
nine. Staff members expressed positive feelings towards the renovations. Similar positive
feelings were expressed about the Work environment and there appears to be a connection
between the planning and communication processes and the feelings towards the work
environment. This possible connection would need to be explored in further research.

The survey results show that in general the responses to the questions were positive. However,
the areas of dissatisfaction reported should be given due exploration. The participants appeared
to be flexible; willing to work around and with the requirements of the renovations and this
should not be taken for granted. As librarians on the ALA Think Tank page note:
“Management can sometimes be unintentionally negligent, especially if
they have been told by workers, that everything is ok. I know I have
witnessed that first hand.”
‘it's all too easy for even a benign administration to let matters slide”
(ALA Think Tank 2013)
Though staff did not indicate extremely negative nor extremely positive sentiments, their desire
for greater participation in the management and execution of the renovation projects was evident.
Recommendations and Conclusion
This research project set out to investigate the impact of library renovation projects on staff at a
small academic library. One of the key incidental findings pointed to the dearth of research in
the area emanating from or about the Caribbean region. It also unearthed that there is scope for
further research, from a Caribbean perspective, to be done in several areas such as:
• To what extent the physical space and the aesthetics of the work environment contribute
to productivity and motivation prior to and after renovation projects;
• To what extent staff retooling and retraining in such areas as project management and
communication would contribute to successful renovation projects;
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• To test whether or not team-based staff participation in renovation projects contribute to
successful renovation projects;
• Patron perceptions and use of renovated library buildings.
Within the last ten years there have been a number of library construction activities within the
UWI system and other areas in the region. These included the commissioning of a library at the
UWI Western Jamaica Campus in 2008, the construction of a new facility at the College of the
Bahamas in 2010, a new National Library in St Vincent in 2011 and this year the completion of
the National Library in Antigua and Barbuda. In process are a new central library at the UWI, St.
Augustine Penal/Debe Campus and a renovated library space for the south campus of the College
of Science, Technology and Applied Arts of Trinidad and Tobago (COSTAATT). These all
provide scope for the replication of this and or the completion of similar research.
This research project in concert with the literature reviewed revealed that planning and
communication, and staff buy-in were important factors in the successful completion of the
renovation projects. While the decision to renovate is that of the library administrators, such
should never be undertaken without proper communication to the staff who will be impacted by
the project. Indeed the notion of participatory management suggests that management of any
institution recognizes the role of its staff, and ensures that the staff is represented in forums
where such decisions are made.
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The Impact of Occupational Safety and Health Legislation at The Alma Jordan
Library Between 2009 – 2014.
Natasha Grant
Abstract
The article presents the results of a survey which was conducted to examine Occupational Safety
and Health at The Alma Jordan Library (AJL), University of the West Indies, St. Augustine. The
initial research was conducted in 2009 using primary data which was collected through a sample
survey designed in the form of a detailed questionnaire, along with interviews with senior
members of the Administrative and Professional Staff. Random sampling was used to select
employees who participated in the survey. The findings of the research revealed that several
areas in the AJL were found to be deficient. This includes non-compliance with some provisions
of the OSH Act of 2004 and other key areas needed to develop a safe and healthy work
environment for employees including organization culture, employee participation, indoor air
quality (ventilation), ergonomics and training. After the 2009 survey, an assessment was done in
2014 to ascertain whether changes were made to comply with the OSH Act of 2004.

Keywords: Library staff: Employees; Occupational health and safety; Legislation; Natasha
Grant; The University of the West Indies, St. Augustine, Alma Jordan Library
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Introduction
Occupational safety and health (OSH) is generally defined as “the science of the anticipation,
recognition, evaluation and control of hazards arising in or from the workplace that could impair
the health and well-being of workers, taking into account the possible impact on the surrounding
communities and the general environment” (Alli 2008). The scope of occupational safety and
health has evolved gradually and continuously in response to social, political, technological and
economic changes. In recent years, with the advent of globalization of the world’s economies
and its repercussions, it has been perceived that this phenomenon was the greatest force for
change in the world of work.
The space in modern university libraries has become more complex and multifunctional to
accommodate new forms of data and new philosophies of learning triggered by the computing
revolution. Edwards (2009) stated as library collections are rarely static and have a tendency to
grow in an unexpected fashion, the management of space, health and safety issues become even
more crucial in periods of rapid growth. The St. Augustine Campus of the University of the West
Indies experienced exponential growth over the years as it was mandated by the Government of
Trinidad and Tobago to increase enrolment.

The University saw increases in the student

population from 16,094 in 2008 to 18,173 in 2014.
The Alma Jordan Library (AJL) at the St. Augustine Campus is adjusting its services and
facilities to create supportive learning environments for its users. This change initiative brings
with it continued health and safety issues and there have been questions and concerns about the
implementation of the Occupational, Safety and Health (OSH) Act and its impact on the AJL.
The article presents some components of the results of a survey which examined employees and
management’s perception of OSH compliance in the Library and how the AJL measures up
against the OSH Act of 2004. It also presents changes which were made to the library since the
2009 survey was conducted.
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Background
The present building of the AJL has been in existence for over 45 years. Approximately 130
workers are housed in the building and on a daily basis it facilitates roughly over one thousand
persons which includes, University staff, students and visitors. The health and safety
environment at the AJL is guided by the University of the West Indies Health and Safety
Management System. This type of system is a process put in place by an employer to minimize
the incidence of injury and illness to workers involved in the operations carried out by an
employer. This is accomplished through the identification, assessment and controlling of risks to
workers in all workplace operations.
The current management system employed by the Health and Safety Office of the University of
the West Indies at the St. Augustine Campus is that of the Occupational Safety and Health
Assessment Series (OSHAS) 18001 Management series. This specification states the entire
requirement for an OSH Management system, enabling organizations to control their risks and
improve their performance.
The structure of OSHAS 18001 is similar to that of ISO 14001, the environmental management
standard system and has essentially the same elements. It was developed to be compatible with
ISO 9001, the quality management system standard, and ISO 14001 to allow companies to
register and develop integrated quality, environmental and occupational health and safety
management systems.
The elements of the OSHAS 18001 system include:
•

Development of OSH policy

•

Hazard identification and risk assessment

•

Identifying legal requirements

•

Setting OSH objectives

•

Training employees

•

Implementing OHS control measures
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•

Establishing an OSH Management program

•

Emergency planning

•

Document and record control

•

Internal audit programs

•

Corrective and preventative action

•

Management involvement and review.

This specification is intended to address Occupational Health and Safety rather than product and
safety services. This particular management system allows for the effective implementation of
the functions of the Health and Safety Office and the functioning of the Health and Safety
committee (Smith 2005).
Literature Review
Alli (2008) mentioned that it is the responsibility of the employers to ensure that the working
environment is safe and healthy. This means that they must prevent, and protect workers from,
occupational risks. But employers’ responsibility goes further, entailing knowledge of
occupational hazards and a commitment to ensure that management processes promote safety
and health at work. The OSH Act 2004 of Trinidad and Tobago states that all workers should
expect to have a safe and healthy work environment. The Act further points out that “It shall be
the duty of every employer to ensure, so far as is reasonably practicable, the safety, health and
welfare at work of all his employees”. (Sec 6:1) Ultimately, it is the employer’s responsibility to
ensure compliance, that proper training occurs, that the correct forms are filled out, and most
important of all, that a hazard-free atmosphere exists for all employees.

Hackitt (2009), and Health and Safety Executive (2004) suggest that the top management has
both a collective and individual responsibility for health and safety as well as to provide
leadership in this sphere. In addition, Hackitt (2009) also indicated that ensuring a company's
approach to health and safety remains grounded in what is practical and useful is fundamental
to good leadership.
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Health and safety management is not about “elimination of all risk - it is and has always been
about doing what is sensible and proportionate - what is 'reasonably practicable' - to manage
foreseeable risk and then getting on with the task” (Hackitt 2009). It is only by understanding
the true health and safety risk profile of the organization and then addressing the highest risks
that management can demonstrate real and credible leadership.
Alli (2008) purports that management’s commitment to occupational safety and health may be
demonstrated in various ways such as:
•

Allocating sufficient resources (financial and human) for the proper functioning of the
occupational safety and health program

•

Establishing organizational structures to support managers and employees in their OSH
duties

•

Designating a senior management representative to be responsible for overseeing the
proper functioning of OSH management.

Management must have the proper systems in place to effectively combat health and safety
matters. Hence, the implementation of an occupational safety and health management system is
necessary.
The legislation guides the implementation of OSH in any organization. In Trinidad and Tobago
the OSH Act of (2004) does not stipulate any regulation or specific guidelines for libraries or any
industry, what the laws simply provide are guidelines for organizations to adopt and adhere to in
order to be compliant.
In comparing the Laws of Trinidad and Tobago to those of Canada and the United States of
America (US) there were some similarities as well as some differences which warrants mention.
In Canada, the Canada Occupational Health and Safety Legislation states “The law makes both
the employer and the employee jointly responsible for workplace health and safety legislation”
(Canadian Centre for Occupational Health and Safety 2006). In the US, the Act does not cover
four categories of people (self-employed persons, farms which only employ immediate family
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members of the farm employer, workers covered by other legislation and state and local
government employees.) The Canadian legislation indicated
“The responsibilities of the employer were to establish and maintain a joint health and
safety committee, or cause employees to select at least one health and safety
representative. They are also required to take every reasonable precaution to ensure the
workplace is safe. The Employer is to inform employees about any potential hazards and
provide training to work safely. In addition, they must provide personal protective
equipment and ensure workers know how to use the equipment safely and properly”
(Canadian Centre for Occupational Health and Safety 2006).
The US legislation outlines two main duties for the Employer which states “employers must
provide a workplace which is free from hazards that are known to cause or likely to cause death
or serious physical harm to employees” and secondly, “employers must comply with
occupational and health standards under the Act” (United States Department of Labour).
Appropriate legislation and regulations, together with adequate means of enforcement, are key
policy instruments for the protection of workers. These efforts form the basis to improve
working conditions and the working environment. Therefore, ultimately total commitment on
the part of management to making health and safety a priority is essential to a successful OSH
program in the workplace. It is only when management plays a pivotal role that workers view
such programs as being worthwhile and sustainable. Management has the influence, power and
resources to take initiatives and to set a pattern for a safe and healthy working environment.
Employees and OSH
Employee participation has been identified as a key precondition of successful OSH management
and a major contributing factor in the reduction of occupational diseases and injuries.
Alexander (2004, 7) noted that “workers who operate in unhealthy or unsafe working conditions,
with the perception that management have little or no regard for their safety and welfare will
never respect and appreciate their bosses. They will perform the simplest of tasks with little zeal
and their diminishing morale will be aggravated when challenged to ‘go the extra mile’”. He
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iterated, “Their loyalty to company and company goals will be near zero and their search for
greener pastures will be a priority.” Therefore, it is imperative that employees are aware of their
duties and responsibilities under the Act.
Hughes and Ferret (2003) claimed that employees were responsible for their own safety and
health. They had to ensure that their actions will not jeopardize the safety and health of other
employees and they had to be alert to observe and correct, or report unsafe practices and
conditions. Hughes continued his arguments by saying, employees had to maintain a healthy and
safe place of work and cooperate with managers in the implementation of health and safety
matters. Employees had to make suggestions to improve any aspect of health and safety and
they had to maintain an active interest. He also maintained that employees had to learn and
follow the operating procedures and health and safety rules for safe performance on the job.
Lastly, Hughes and Ferret (2003) said employees had to follow the established procedures if
accidents occurred.
However, as MacLean (2011) highlighted “Safety is not something that can be imposed; the
responsibility has to be owned by individuals who play their part in creating as safe a working
environment as possible for themselves and others.”
Health and Safety Practices and Academic Libraries
Clarke (2002) in writing about the library environment at the AJL which was then referred to as
the Main Library questioned “Is the library environment safe enough and healthy enough?” To
this he answered in the negative. In his findings he mentioned that “The proper care and
preservation of library and archival material generally entailed round the clock air conditioning.”
However, he also noted that having such a system implemented meant that “it was all well and
good for the library resources but not necessarily so for the human resources.”
Knowles (2009) said “Air conditioning has become ubiquitous in modern living both in
residential and commercial settings.” He also elaborated the point and further mentioned that
there are differences in design guidelines for Air Conditioning with regards to “Out-door Air
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Requirement for Ventilation”. Both Clarke (2002) and Knowles (2009) drew reference to the recirculating indoor air and this is of grave health concerns to persons employed at the Library.
In Clarke’s article he acknowledged that with the passing of legislation by the US Environmental
Protection Agency on the Clean Air Act many organizations had to implement corrective
measures when installing air conditioning units because it now meant persons who worked
within air-conditioned environments were working with the exclusion of natural air. To this end
the Agency indicated “That not being exposed to natural air for several hours a day could, in the
long run, have a telling effect on human health, and that an enclosed environment is replete with
microbial content”.
Knowles (2009) also spoke of microbial content but in the context of Volatile Organic
Compounds (VOC’s). These he described as any organic substance that can exist in gaseous
form mixed with air. As in the Library system VOC’s can originate from adhesives which are
used on a daily basis, fabrics can also contribute because these products emit small quantities of
substances such as Acetone, Ethanol, Ammonia and Formaldehyde. The concentration of these
substances as well as Carbon Dioxide can increase overtime because of the recirculation of the
air by the AC system and this can result in headaches, fatigue, changes in pulse rate and general
feelings of stuffiness. Therefore, we can appreciate that outdoor air ventilation is essential to an
efficient building and the safety and health of the workers.
There are other safety and health practices at the Library which require mention. The literature
informs us that the concept of zero risk in the workplace is very unrealistic and in order to create
an optimally safe and effective workplace no single element such as people, equipment, tasks or
environment can be considered in isolation as each affects the others.
Both the Canadian Centre for Occupational Health and Safety (2006) and Health and Safety
Executive (2004) stated that most library accidents result from slips, trips and falls, lifting
objects, being caught in or between things and punctures or cuts. They also mentioned that
library work has a number of other health and safety hazards which include psychological stress,
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back injury, personal safety concerns, inadequate workstations, inadequate lighting, dust,
moulds, and poor indoor air quality.
Murray (2003) spoke to the issues of slips, trips and falls. She spoke of worn carpets and treads
on the stairs, she looked at the placement of electrical cords in particular laptop cords which have
been cause for grave concern to both staff and other users of the Library. Electrical cords are
often a major problem, persons using their laptop computers often just find a power outlet and do
not realise that the cord is in an area where people are walking through and can cause someone to
trip.
The following table summarizes common safety concerns in a library.
Safety Hazards
Trips, slips, falls, sprains
strains fractures

Cuts and abrasions

Burns/electric shock

Headaches, drowsiness, flulike symptoms, skin
irritation, shortness of
breath
Allergies

Causes
Clustered floors, slippery
patches, trailing cables,
improperly stored materials,
open cabinets, drawers and
doors
Poorly designed office
equipment, sharp edges on
furniture/equipment
Faulty wiring, poorly wired
electrical equipment, static
electric build up
Poor indoor air quality
stress

Dust and moulds

Preventive measure
Good housekeeping, proper
workplace layout, safe work
practices

Properly designed tools and
equipment
Electrical safety training,
routine safety checks, safe
handling procedure,
grounding
Improve ventilation system,
clean up moulds and fungi
Minimize stress factors
Housekeeping, Ventilation
Clean-up moulds and fungi

Table.1 adapted from Canadian Centre for Occupational Health and Safety. Health and Safety
Guide for Libraries (2006), pp.136
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Rooney (1994) acknowledged “Libraries had previously been regarded as congenial places for
study.” However, the reality is often far from this and libraries are frequently not ergonomically
designed. In libraries the areas which have the greatest potential of ergonomic concerns are:
•

work using computers

•

book check out and return

•

Re-shelving returned books

•

Pushing book trolleys

•

Moving book return boxes

•

Work environment.

Clyde (1994) commented that in libraries
“where computers are used, as in other workplaces, research has shown that problems can
result from a range of activities, including long periods spent looking at a monitor
(particularly if this is done under adverse lighting conditions); using input devices such as
keyboard, mouse, trackball, touch screen, or handheld bar code reader; sitting for long
periods in an inappropriate position while using the computer; and performing tasks
under stress… however, when sensible precautions are taken and risks are minimized,
personal efficiency is increased.”
Ergonomics, in libraries will continue to be a topic discussed throughout time because as
technology hurtles forward, librarians and other library staff are finding themselves using new
equipment and new procedures that dramatically change the nature of their work.
Paterson (1999) wrote that a library is an investment in humanity. He indicated that Library
directors need a vision of the future, for example an effective training programme. Health and
safety training is a very important part of the health and safety culture and it is also a legal
requirement.

Under Section 6:2d of the Occupational Health and Safety Act, 2004, “the

employer must provide adequate information, instruction, training and supervision to employees
so that they can work in a way that is safe and without risks to health”. Training is one of the
most important tasks to be carried out by employers. Workers need to know not only how to do
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their jobs, but also how to protect their lives and health and those of their co-workers while
working.
Alli (2008) acknowledged that training in occupational safety and health should not be treated in
isolation; it should feature as an integral part of job training and be incorporated into daily work
procedures. The need to give appropriate training in occupational safety and health to workers in
an organization cannot be overemphasized. Training at all levels should be seen as a means of
improving working conditions and the work environment. These training include induction, job
specific, supervisory and management and specialist.
Research Methodology
A survey instrument consisting of 19 questions was administered to staff in the library using
stratified sampling. Three semi-structured interviews were also conducted with the Head of the
Library, the staff member responsible for the maintenance of the building and the Librarian who
oversees Health and Safety issues in the Library.

There are various levels of staff in the library: Academic (Librarians), Non- Academic (Library
Assistants I, II and III, Library Attendants, Office Assistants, Clerical staff, IT support, Printers
and Binders), and the Daily paid staff (Handymen and Cleaners). As a result of this diversity, a
stratified sample (simple random sample) was chosen. The Staff directory (Sampling frame) was
utilized to divide the staff into their respective categories (sub-frames) based on key independent
variables and then a random (unbiased) sample from each of those subpopulations were chosen.
Out of the one hundred and thirty persons employed, eighty five were chosen to complete the
questionnaire. A total of forty-six persons responded.
Findings from 2009
H&S Awareness and Risk Management
The question was asked of a total of 46 respondents of their awareness of the Library’s Health
and Safety policy. Thirty percent stated their awareness of the policy while 70% stated they
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were not aware of such a policy. Management indicated that there was no written health and
safety library policy.

In fact there is a Disaster preparedness document which has been

developed for use in cases of emergencies. Therefore the “Yes” could refer to this document
which is available to staff in the library. The responses are in Figure 1.

Figure 1

Questions were asked to determine whether the respondents knew if the Library had a plan in
place for managing risks. The pie chart I Figure 2 shows that 46% indicated ‘No’ they were not
aware, while 32% said ‘Yes’ a plan exsisted and the remaining 22% had ‘No Response’ to the
question.
The response from the management team was that “Preliminary risk assessments have been
conducted, however to date not much has been done to ensure that these risks are contained or
eliminated all together.” Also, there has been a system in place where ‘Safety Wardens’ are
utilised. The safety wardens act as an intermediary line of defence and in the event that some
emergency should occur, the safety wardens are located on each floor of the Library and in every
department to assist and inform the relevant persons.
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Figure 2

Training
The respondents were asked if they were provided with the necessary Health and Safety training
which is required by law. There was a resounding negative response with 70% indicating that
the Library does not provide the necesary training. While on the other hand, 24% said ‘Yes’ that
training is provided and a mere 6% did not respond to the question. The graphic representation of
this data is available in Figure 3. Management said ‘Yes’ to this aspect of health and safety by
the fact that they have been committed to allowing persons the opportunity to gain exposure in
some areas of health and safety training. The Campus Librarian indicated that the Library is
committed to health and safety training and that several persons have gone on numerous training
exercises. Note that when respondents were asked if they received any type of health and safety
training the responses which are presented in Figure 4 show that 72% said Yes and 28% said No
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Figure 3
Training is vital in any organization and at the AJL initiatives have been taken to afford some
members of staff training in some areas of health and safety. One of the interviewees has
indicated “Some attempts have been made towards having staff attain the required training, but
budgets and resources must be put in place in order to fully appreciate the training and also to put
the learning into use in the organization.”

The researcher asked the respondents to identify the specific type of training which was received.
The data presented in Figure 5 shows that 48% indicated they received ‘Emergency evacuation
training’, an additional 29% received training in ‘Fire safety’ while, 14% had training in ‘First
Aid’. No one had received any psychosocial related training but 9% had some training in ‘All of
the above.’

Management has given their commitment to health and safety training. The Campus Librarian
informed the researcher that she supports the staff in their training efforts and has facilitated
them with the necessary time off to attend training.
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Figure 4

Figure 5
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Impact of OSH and Compliance
In an attempt to further understand how health and safety is treated at the Library, respondents
were asked how had the OSH Act of 2004 impacted on the organization? The responses varied
significantly. Thirty five percent said the Act had impacted on the organization, however, 56%
said the Act had no impact on the organization at all; while 9% chose not to respond.
Management indicated that with the introduction of the OSH Act there has been changes in the
way the Library operates. There has been an impact of sorts because the Library now has to be
proactive instead of reactive in their approach to Health and safety issues. The Act now will
guide the Library’s future policies and procedures concerning health and safety matters.

In addition to asking of the Act’s impact, the staff was questioned about their thoughts on the
Library’s compliance as shown in Figure 6. There were 56% of the responses agreeing that the
libray complies ‘Sometimes’ with the necessary guidelines. Another 11% said that they ‘Often’
comply and 9% said they ‘Never’ comply with the Act. Further examination indicated that 6%
believed that they ‘Rarely’ did comply and the remaining 18% chose either not to respond or
stated it was ‘Not applicable’. Management indicated that they do comply with the necessary
guidelines. For instance the Act requires or stipulates that risk assessments be conducted by all
organizations so as to have an idea as to what needs to be done to ensure a safe and healthy work
environment. At the Library a preliminary risk assessment has been conducted and the necessary
steps are now being taken to address the issues.
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Figure 6

It is interesting to note how someone’s perception can influence their judgement. When the
question was asked as to who has been given the responsibility for OSH within the Library 52%
stated the ‘Head of Building’ was responsible for OSH. Twenty two percent did not respond to
the question, while 11% believed that ‘All Employees’ were responsible for OSH at the library.
In fact, 6% thought the ‘Campus Librarian’ was responsible and 7% indicated the responsibility
rests with the ‘Head of the Department’, leaving 2% thinking it was their ‘Supervisor’ who held
that responsibility. The results are presenteed in Figure 7.

Figure 7
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Health & Safety Culture
Several questions were asked to determine impressions of a Health and Safety culture in the
Library. A large percent (70%) of the respondents said the Library did not have a health &
safety culture. However, 26% did believe that such a culture existed and a mere 4% did not
respond to the question. Management agrees that a health and safety culture needs to be
developed in the Library and is in full agreement with the 70% of staff who also admitted that a
health ans safety culture was nonexistent in the Library.

Figure 8
In developing an H&S culture, all levels of staff has to have an input in shaping the culture.
Respondents were asked whether or not they were involved in the health and safety decision
making process in the Library, 80% indicated they were not involved in the decision making
process and 20% said they were involved in the process. See Figures 8 and 9 for data presented
on the health and safety culture.
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Figure 9
The question was asked ‘Is health and safety valued at the library?’ and the responses showed
that 59% of the persons surveyed said ‘Sometimes’ health and safety was valued. Another 26%
said it was ‘often’ valued while 4% indicated it was either ‘Rarely valued or ‘Not Applicable’.
The remaining 7% had ‘No response’ to the question. Management’s consensus on this question
is ‘Yes’. They are firm believers that health and safety is valued at the Library. However, there
is also the belief that an effective system needs to be put in place to allow for the proper
structures and implementation to occur.

For health and safety to be meaningful and the culture to be established, workers must be aware
of the safety rules in their area. At the Library 52% of the staff indicated their awareness of such
rules while, 41% said they were not familiar with the safety rules in their work area. 7%
however, did not respond to the question. The results are captured in Figure 10.
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Figure 10
Working conditions are of paramount importance when looking at health and safety. At the
Library 41% of the staff indicated that the working conditions were ‘Good’, 13% thought they
were ‘Very good’ and 24% felt the conditions are ‘Satisfactory’. Not withstanding this, 11%
said the conditions were ‘Unsatisfactory’, 5% thought they were ‘Poor’ with the remaining 6%
stating either the conditions were ‘Very poor’ or they had ‘No response’ as presented in Figure
11.

Figure 11

Staff were asked to state their ergonomic concerns for the final question, 27% pointed out that
‘working with computers’ were their main concern.

Twenty-two indicated ‘the working
73

Caribbean Library Journal Volume 2
environment’ was their concern while, 16 % said dealing with ‘Book check out/return’ was their
issue of contention. 14% made no indication as to their concerns, with 8% stating either they
had issues with all of the concerns and the pushing of book trolleyes. A mere 4% said reshelving
was their concern and 1% said moving the book return boxes was an issue of concern. See Figure
12 for the data presented.

Figure 12

The Interviews
The data from the interviews were very informative and in some cases corroborated the
information that was given by staff from the survey which they completed. The information has
highlighted areas where the Library needs to concentrate on and place meaningful emphasis, in
order to be fully compliant with the recommendations and guidelines that have been set out in
the OSH Act of 2004 and its ammendments. While some responses have been provided above, it
is to be noted that the library has developed and undertook some of the following safety
initiatives:
1. Preparation of safety document
2. Management has ensured that all staff were provided with ergonomically designed chairs
74

Caribbean Library Journal Volume 2
3. All exit signs have been replaced and are illuminating as they should
4. All alarming systems have been checked on a regular basis
5. Emergency lights have been replaced and repaired where necessary
6. Prelimanary risk assessments have been conducted
7. Some measure of training has been done with regards to compliance with the Act
8. Corrections made on the basis of those recommended by the University Safety Officers.

Data Analysis
Health and Safety at the AJL is a work in progress. The data collected shows areas which need
to be addressed, while other areas have been dealt with. Employers can show their commitment
to OSH by allocating sufficient resources for the proper functioning of an OSH program. They
can also establish organizational structures to support employees in their OSH duties and they
can designate a senior management representative to be responsible for overseeing the proper
fuctioning of OSH Management.

Efforts have been made by the

Alma Jordan Library’s

management to have recommendations implemented. However, the manner in which these
efforts have been communicated or the lack of communication is perhaps why employees do not
believe that management is committed as they say towards their health and safety at the
organization.

In addition, employee participation has been identified as a key precondition of successful OSH
management and a major contributing factor in the reduction of occupational diseases and
injuries. Participation is a fundamental workers’ right as well as a duty. However, from the data
reviewed, 80% of employees believe they are not involved in the decision making process,
another 59% has the view that health and safety is sometimes valued at the Alma Jordan Library,
whilst an additional 24% feels the working conditions are satisfactory. All these factors impact
on staffs’ views and hence impartial judgments are made from their perceptions as to how they
are treated and the manner in which they view events.
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Another critical aspect of this research involves training. Health and safety training is a very
important part of the health and safety culture and it is also a legal requirement. The OSH Act of
2004 categorically states “Workers must be provided with the necessary information, instruction,
training and supervision to ensure a safe work environment”(Sec 6:2d) and having stated this, it
is clear that staff must have the necessary and appropriate training in order to conduct their task.
However, training at the Main Library was said to be lacking by 72% of the staff. The figure
represented persons who never received health and safety training, the remaining 28% was
exposed to some measure of health and safety training in areas such as First Aid or Emergency
Evacuation procedures.

In keeping with training, workers need to be aware and conscious of the safety rules in their
specific work areas and by extension the entire organization. A great percentage (52%) of the
staff were aware or familiar with the safety rules within their work areas and this familiarization
came about as a result of their daily routines. However, there were those employees (41%) who
were not familiar and this apparent unfamiliarity was due to the lack of sufficient training. This
particular type of information should be transmitted to the staff members at their induction
training and if not then at the point of them joining the particular library unit. Therefore, again it
comes right back to the ‘Culture’ of the Organization. If training is not considered a priority for
the organization, then it will not be treated as such and the employees will be at a disadvantage.

Though some measures or gaps have been highlighted by the study, it must be mentioned that
the staff (41%) believed that the overall working conditions at the Alma Jordan Library are
‘good’ as compared to a mere (5%) who felt the conditions were ‘poor’. From a general
overview however, if the staff receives the necessary training, which will provide them with the
information, guidelines and increase awareness of health and safety issues, then they will begin
to look at situations from a more proactive standpoint and be willing to accept responsibility for
their actions instead of ‘passing the buck’.
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The staff believe that the responsibility for OSH within the Library is that of the Head of the
Building. This is not true under the OSH Act of 2004. Contrary to belief, it is everyone’s
responsibilty for health and safety under the Act. Both employer and employee can be charged
under the law if found to be in contradiction with the law. The OSH Act provides for the fining
of organizations and the criminalizing of corporate executives and managers or other persons
who may be responsible for its contravention and non-compliance, or whose actions fail to
respect the health and safety and welfare of workers as well as the general public.

On the other hand, the Act also provides for the disciplining of employees for not adhering to the
safety provisions. Apparently, the Act limits the grounds for and the manner in which a worker
can be disciplined. The Act states “An employer may discipline, in the customary manner an
employee who breaks the safety provisions of the Act” (Sec 10:3). But, an employee cannot be
disciplined for exercising his rights under the Act to protect himself from any hazards that may
exist in the workplace.

Further to this, the point of hazard identification and the reporting of such must be raised. The
survey indicated that 48% of staff felt that management was quick to notice hazards and correct
them, but there was a 2% margin which separated the ‘yes’ from the ‘no’and that meant almost
the same amount of staff believed that they did not. Hazard identification is not just the
responsibility of management, it involves all parties. It is difficult for any one party to be aware
of all the hazards which exist in an organization. This issue should be a collaborative effort
because it is a legal requirement for every employer to conduct a health and safety audit to
determine the risks to workers’ health and safety on the job as well as the risks to the health and
safety of the public arising out of the organization’s operations. (Sec 25G:I,2,3)

Recommendations and Conclusion
In the five years since the study was conducted there has been some minor changes. The idiom
“The more things change the more they remain the same” seems to express how and where the
Library is currently with OSH compliance. In 2009 several recommendations were suggested by
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this researcher to the Alma Jordan Library Management team for consideration. One such
recommendation was to publicize its OSH policy. To date that has been done to some extent.
The University of the West Indies now has a functioning Occupational, Health & Safety Unit
which oversees all Departments on the Campus. A campus Occupational, Health and Safety
policy has been developed and it has been disseminated to all Departments to display.

It was suggested to introduce a behavioural approach to health and safety. Personal responsibility
for safety will assist the Library to achieve an advanced safety culture in which everyone,
regardless of position, accepts responsibility and plays an active role in improving the safety of
his or her immediate environment. In this culture, all personnel think about the tasks they are
about to undertake, assess and mitigate any risks, actively look after themselves, their colleagues
and others, always intervene when unsafe behaviours or conditions are observed and share their
knowledge and experience freely.

Also, the idea of change management systems to support the desired culture was suggested. For
example perceived management commitment can be improved by:
–Providing managers with the skills to be effective safety leaders
–Motivating managers to change by monitoring performance (leading indicators)
–Rewarding effective performance
This recommendation can only be effective after the desired culture has been achieved.
Literature shows that institutional safety culture has been evolving over the years, due to a
number of factors including legislation, training and awareness and responsibility.

Hence, a recommendation to offer training and re-training to all members of staff in all areas
of Health and Safety was also given. This will give the indication to employees that management
does care and is willing to encourage staff to practice the proper training techniques if and when
the need arises. Thus far training in basic CPR and First Aid has been advertised and some
members of staff has taken advantage of this aspect of training.
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Another element which consideration was given to was that of temperature and humidity.
Thermal comfort depends on air temperature, humidity and air movement. Acceptable ranges
for temperature and humidity are often referred to as the comfort zone in which a person feel
neither too cold nor too warm. The ASHRAE standard 55-1992, “Thermal Environmental
Conditions for Human Occupancy”, recommends the following acceptable temperature at
relative humidity of 50% and air speed less that 0.15m/sec.30fpm as 23-26ºC. From 2009 to
now, the AJL has experienced extreme heat and cold in the temperature as a result of a
malfunctioning AC. Although a new central air conditioning unit was installed in late 2014, the
comfort zone has not yet been fully achieved. Some adjustments must still be made to achieve
and maintain a suitable temperature.

Lastly, an action plan was also offered for consideration and it indicated the what, why, when, by
whom and the timeframe in which objectives should have been achieved. Today, the action
plan 1 is still very much appplicable and can be revisited as an instructional tool.

Between 2009 to 2014, Health and Safety efforts at the Alma Jordan Library have been on going
and the gaps that exist are being addressed, albeit at a slow pace, in order to achieve complete
compliance with the Trinidad and Tobago OSH Act of 2004. In the mean time however, as
MacLean (2011) rightfully stated, “It is impossible to put in place adequate control measures for
people who know what they ought to do and who still do what they ought not. The goal has to
be to equip a workforce and library customer population to exercise informed common sense.”

1

The Action plan is presented as an appendix to this paper. It is available as an external link accompanying the
paper. http://journals.sta.uwi.edu/clj/papers/jan15/Occupational_Health_and_Safety_Action_Plan.pdf
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Challenging the Status Quo of Caribbean Libraries: A Call for a New Business
Model
Jennine A. V. Knight
Abstract
The economic reality that pervades the Caribbean landscape has enhanced the need for Englishspeaking Caribbean libraries to closely consider how they do business. Instead of responding to
the economic recession by lessening the services offered to their stakeholders, Caribbean
libraries are encouraged to reinvent and reposition themselves. The article suggests that
Caribbean libraries should gradually move towards a profit-oriented position. This can only be
achieved by reinventing the library’s business model. The author also accepts that this will be
both challenging and game-changing but is needed to propel Caribbean libraries to a sustainable
position. The libraries are therefore asked to initiate such changes themselves rather than have
them mandated by external events. Otherwise, they incur the risk of becoming expensive and
irrelevant. In order to advance towards a profit-oriented position, Caribbean library management
has to move beyond operational effectiveness towards strategic positioning.
The article reviews the literature on business modeling to highlight the applicability of this
concept for Caribbean libraries. Examples would serve to goad the libraries into action. The
recommended business model for Caribbean libraries encourages: strategic positioning,
leadership, and thinking; creating new market space, strategic assets, and shared value and
strategically saying no.
Significantly, the near absence of Caribbean literature directly addressing the phenomena of
library reinvention and repositioning speaks much of dearth; the article thus seeks to fill this
void.
Keywords: Jennine A.V. Knight; Business models; Caribbean; Library; Business
strategy; Operational effectiveness; Competitive advantage; Entrepreneurship;
Librarianship
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Introduction
The systems of administering Caribbean libraries have been continually influenced by new and
emerging technologies, advancements in publishing and pedagogy, and changing user needs.
These events have been coupled with the economic reality, which has accounted for the drastic
decline in the funding provided by some regional governments and institutions to some
Caribbean libraries. This has amplified the need for Caribbean libraries to consider not only how
to address user needs more astutely, but also how to capture value from existing services and by
providing new services.

Instead of responding to this economic recession and the increasing

budget cuts by lessening the services offered to key stakeholders, Caribbean libraries must not
only adapt to, but also evolve with the changing landscapes of their respective communities.
Otherwise, they incur the risk of becoming irrelevant, and having these vast and costly
repositories of collections and all-encompassing resources being relegated to white elephants for
the affiliated institutions and governments. Research was conducted on a sample of academic,
public, school, and special libraries in a small island territory in the English-speaking Caribbean.
The paper therefore advances analysis of the aforementioned types of libraries existing in the
English-speaking region.
Caribbean libraries cannot afford to “blindly cling to legacy values and nostalgia” (Matthews
2014, 16). They must confront the perpetual changes, compounded by the economic challenges,
with a definitive position for reinvention and repositioning. This is by no means an easy feat.
Being committed to reinvention and repositioning before the need becomes glaringly obvious for
most organizations does not come naturally. Therefore, one cannot assume that Caribbean
libraries would readily accept, and speedily embark upon the arduous journey of changing
decades of tradition, history, and organizational memory. Nevertheless, the stark reality is that
all businesses, including the most successful ones, become stagnant, and are compelled to
reinvent themselves in order to remain competitive. The ability to accomplish this difficult
undertaking, which is, to soar from the maturity stage of one business cycle to the growth stage
of the next, is what separates high performance firms from those whose time at the top is all too
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brief (Nunes and Breene 2011). O ne such way for businesses to transition successfully from the
maturity stage to the growth stage of development is by reinventing their business models.

Business model reinvention requires a paradigm shift in the way the business goes to market.
However, many organizations are usually apathetic, and are often resistant towards any changes
with their status quo. In the case of Caribbean libraries, as are the cases of all other business
entities, it is advisable that they initiate such changes themselves, rather than have them
mandated by external events, as several investment banks in the United States and elsewhere
have experienced within recent years (Teece 2010). Thus, the management of Caribbean
libraries, irrespective of level, whether it is operational, tactical, or strategic, need to refocus and
redefine the way they do business.
With the rapid and critical changes pervading the social, economic, and technological
environment, Caribbean libraries must be more assertive in the competitive business arena. They
need to leap beyond the bounds of their levels of comfort. One crucial necessity is to engender a
new paradigm; they are urged to erect a profit-oriented posture.

In reality, some types of

libraries are better poised than others to achieve this end. Though the quest for a new business
model is timely, there are foreseeable challenges for the residing communities in which the
libraries operate, especially since libraries have traditionally been perceived by economists as
performing a public good.

Being profit-oriented was never an objective.

In emphasis, any

discussions on the creation of revenue streams would be perplexing because of user expectations
that basic library services should be either free or at a minimum cost. Harvard’s libraries
understand this all too well. Their move towards a for-profit business model has met strong
opposition, especially among employees who believe that, in the attempt to be more efficient, the
libraries have discounted their roles as professionals (Korn 2012). Similarly, when Jackson
County, Oregon reopened 15 of its public libraries after a six-month closure due to a lack of
funds, it did so under private, for-profit management (Yoshikane 2007). They too were strongly
criticized. While the need for a new business model for Caribbean libraries is being advanced,
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the author’s approach towards a profit-oriented stance is a departure from that of the privatization
of libraries and the trivialization of the profession.

Some Caribbean libraries have found themselves in that grey area between the non-profit and
the profit-oriented worlds and that precarious position of straddling the two worlds has an
impact on the library’s sense of purpose outside of its professional duty. Arguably, some
Caribbean libraries have been engaged in entrepreneurship. Ahula and Lampert (2001) defines
entrepreneurship as a field which “seeks to understand how opportunities to bring into existence
‘future’ goods and services are discovered, created and exploited, by whom and with what
consequences” . The aforementioned authors further elaborate that true entrepreneurship involves
the creation of both private wealth and social benefits. Entrepreneurship has continued to attract
huge interest across disciplines and at least one Caribbean university, University of Trinidad and
Tobago has incorporated this into its curriculum (Preddie 2013).

Librarianship also has to

incorporate entrepreneurship in its teaching and practice. It is important that librarianship attract a
new generation of professionals interested in business innovation to revisit the traditional model
of practice. Although there are similarities between the non-profit and profit-oriented enterprises,
the differences lie in their governance and how they develop and evaluate their mission. Thus
finding a balance between financial considerations and other aspects of a Caribbean library’s
mission will be a challenge. But a commitment to business model reinvention coincides with
defining a worthwhile mission (Sahlman 1999).
The traditional approaches to management manifested in some libraries can stifle growth in
Caribbean libraries. The bureaucratic style of management, which places “specialization,
hierarchy of authority, a system of rules, and impersonality at its helm” (Knight 2009, 52), still
pervades Caribbean libraries. Rubin (2004, 372) reiterates that “the increasing complexity of
librarianship makes the traditional structure obsolete”. This style of management has its
disadvantages as it encourages rigidity and predictability, and eliminates creativity. Therefore, it
does not facilitate the reinvention and repositioning required to transition to the new paradigm.
Flatter management structures must replace any bureaucracies. Among other things, a flat
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management structure promotes cooperative efforts, encourages communication, and maximizes
the abilities of staff. Fundamentally, a flat management structure fosters strategic partnerships,
which will be the fulcrum of library success. Bloss and Lanier (1997) mention that as more
flattened organizational charts emerge in libraries, the responsibilities of the traditional Head
would now have to be accomplished with a different approach - namely, teamwork and team
empowerment. Rubin (2004) states: “No longer can one individual be expected to be
sufficiently knowledgeable to make the necessary decisions…The system must be designed to
coordinate and share information so that decision making can be a joint process”.
People are critical assets to an organization since they drive competitive advantage. Although
libraries are more often a part of a larger institution and are guided by its policies and practices,
they still have to ensure that their human resource management (HRM) policies and practices,
and their human resource development (HRD) activities lend to productivity, competitiveness,
and sustainability. The libraries’ HRM policies and practices, and HRD

activities

must

respond to job changes and integrate the long-term plans of the organization. Such
policies, practices, and activities encourage the efficient and effective use of resources.
According to Matthews (2014, 17), “librarianship is a profession where the myopic approach is a
prevalent theme”. He goes on to say that although some libraries may argue that they are
constantly innovating, they may just be applying new technologies to the same outcomes. To
profit from innovation, Caribbean libraries have to excel not only at innovation in service
delivery, but also at business model design, understanding business design options, as well as
user needs and user demographics, and technological trajectories. It is imperative that all the
forces of change that suffuse Caribbean librarianship be considered. Moreover, to make
reinvention a success, Caribbean libraries must begin by supplementing their traditional
approaches to management with a parallel strategy position. The simple reason for this is that
most library managers tend to allow operational effectiveness (OE) to supplant strategy, which is
an anomaly since these libraries would have invested heavily in formulating strategic plans.
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Defining the Business Model
While Teece (2010, 173) defines a business model as “how the enterprise creates and delivers
value to customers, and then converts payments received to profits”, Johnson, Christensen and
Kagernann (2008) offer a more detailed definition. According to them, a business model consists
of four interlocking elements that collectively create and deliver value: customer value
proposition (CVP), a profit formula, key resources, and key processes. The CVP identifies the
customer and what the customer values. Johnson, Christensen and Kagernann (2008, 52) cite:
“The more important the job is to the customer, the lower the level of customer satisfaction with
current options for getting the job done, and the better your solution is than existing alternatives
at getting the job done (and, of course, the lower the price), the greater the CVP”. The profit
formula determines how an enterprise makes money while offering high quality service.

In

addition, it analyzes the underlying economic logic that explains how to deliver value to
customers at an appropriate cost (Magretta 2002). The cost structure is motivated predominantly
by the cost of the key resources necessary for the business model. Key resources are assets such
as people, technology, facilities, equipment, and brand required to create value for the targeted
customers and the business entity, and the way in which these elements interact. Key processes
are a firm’s operational and managerial processes that allow it to deliver value in such a way that
it can successfully repeat and increase in scale. These may include an organization’s policies and
procedures, and repeated functions such as training and development, planning and budgeting,
and sales and services. These four elements form the basis of any enterprise. The CVP and the
profit formula “define value for the customer and the company, respectively; key resources and
key processes describe how that value will be delivered to both the customer and the company”
(Johnson, Christensen and Kagernann 2008, 53). It is significant for any business entity to
integrate its key resources and processes in a unique way to ensure that the identified job is
done efficiently for the targeted customers. When this occurs, the company is on the pathway to
sustainable competitive advantage (SCA). Teece (2010) advances that SCA is contingent on a
business model that is sufficiently differentiated and hard to replicate for incumbents and new
entrants, yet effective and efficient.
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Defining Operational Effectiveness
Caribbean library managers are usually preoccupied with improving operational effectiveness
(OE). Operational effectiveness is defined as performing similar activities better than rivals
perform them. Porter (1996) states that it includes but is not limited to efficiency, and refers to
any number of practices that allow an organization to better utilize its inputs, for example, by
developing better products faster. Caribbean librarians are constantly seeking ways in which to
change how they perform activities to eliminate inefficiencies, enhance user satisfaction, and
maintain a level of flexibility to acquire industry best practices. Among the management
techniques and tools they have adopted in their pursuit of productivity, quality, and speed are
outsourcing and benchmarking.

The popularity of outsourcing reflects an increasing recognition that it is difficult to perform an
activity as productively as a specialist. Managers normally outsource activities to gain cost
advantage, which arises from performing particular activities more efficiently than rivals.
Activities are therefore the basic units of competitive advantage (Porter 1996). Significantly,
“outsourcing draws on expertise that is not easily built into the organization” (Gilley and
Maycunich, 2000, 17). Given the revenue earning potential of bindery services, it is
inconceivable that some Caribbean libraries would outsource this job function and transfer a
potential revenue venture outside the boundaries of its institution to a competitor. Moreover,
there has been much discussion in some spheres pertaining to the outsourcing of cataloguing. It
is surreal that a library, operating within the linguistically and culturally diverse Caribbean
society, would be willing to outsource this aspect of the job which allows the staff to develop
intimate and intricate knowledge of a special collection.
Similarly, benchmarking allows an organization to ascertain whether the manner in which it
conducts particular activities represents industry best practices when both cost and effectiveness
are taken into consideration. Benchmarking is concerned with performing cross company
comparisons of how the basic practices and processes in the value chain are executed. It is worth
noting at this juncture that all firms in a given industry have a similar value chain. According to
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Porter and Kramer (2011), a firm achieves competitive advantage from how it configures the
value chain, which is a set of linked activities used to deliver a product or service to a customer.
In analyzing a value chain, a firm must identify its activities and study the economic implications
of those activities (Amit and Zott 2001). Benchmarking is not copying; it acknowledges culture,
geography, religion, and other factors. It anticipates market changes and challenges.
Benchmarking necessitates an understanding of a process and applying the principles to a
particular situation.

While most Caribbean libraries perform benchmarking against standards of other libraries globally,
it is also beneficial to consider benchmarking with other industries as this can positively affect
performance and nurture innovation. Murdoch (1997) provides the example of Southwest Airlines
which previously had a problem with the length of time most of its aircraft were on the ground
between flights – usually on average of 40 expensive minutes. It had benchmarked its refuelling
processes against other airlines and realized that it was already one of the leaders. Therefore,
some sort of quantum leap for improvement was required. Southwest Airlines looked outside of
the airline industry for the most efficient refuellers in the world - Formula One racing. By
adopting the turnaround processes used during pit stops, Southwest Airlines was able to
refuel an aeroplane in 12 minutes, thus minimizing cost.
Nicholas (2009, 194) must be commended for engendering a “benchmarking ethos among
librarians” operating within special libraries in Jamaica to demonstrate how such libraries
contribute to the bottom line of the larger institutions.
Although constant improvement in OE is compulsory to attain profitability, it is insufficient.
Porter (1996, 63) quite rightly states that few companies have competed successfully on the basis
of OE over an extended period due to the rapid diffusion of best practices. He continued by
saying that the reason for this is that rivals “can quickly imitate management techniques, new
technologies, input improvements, and superior ways of meeting customers’ needs”. Caribbean
libraries competing on the basis of OE is not game-changing as it leads to relative improvement
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for none of the libraries. The productivity gains of OE are often captured by users and suppliers
of equipment and new technologies; it is not retained in superior and sustainable profitability.
In essence, OE cannot facilitate the revenue generating approach recommended for Caribbean
librarianship. Furthermore, OE encourages competitive convergence. The more benchmarking
libraries do the more they become identical, and risk losing their distinctiveness. In fact, they
imitate one another on the assumption that the other knows something that they do not.

While

imitation may be the sincerest form of flattery, it will not lead to the competitive revitalization
(Hamel and Prahalad 1989). Competition based on OE only “is mutually destructive, leading
to wars of attrition that can be arrested only by limiting competition” (Porter 1996, 64).
Improving OE is a crucial part of library management; however, it is not strategy. Library
managers must employ strategy in order to advance towards a viable competitive position, as
“financial savings will not be enough to remain competitive” (Bryson 1999); they cannot
enhance long-term performance (Gilley and Maycunich 2000).
Strategic Positioning
According to Porter (1996), strategic positioning warrants the deliberate selection of a different
set of activities to deliver a unique mix of value from its competitors, or executing similar
activities in different ways. It involves having a differentiated competitive strategy. Nevertheless,
Caribbean libraries do not see themselves as being in any form of competition, but all libraries
compete. They may not deliberately compete with each other, but they do compete in their
external environment. Libraries are always in competition for physical, financial, technological,
and human resources, probably more so than other business entities. During periods of budget
cuts, libraries are usually the first casualties; therefore, one would expect that they would fully
appreciate the need to be vigorously competitive in order to fortify their positions and define
their worth. Instead they often agree to do more with less; but what really results is that they do
less with less, thus sacrificing their professional uniqueness (White 1998), and trivializing their
purpose.

A strategic position is not sustainable unless there are trade-offs with other

positions. Trade-offs result from having activities that are incompatible with the strategy. They
create a need for choice and purposefully limit what a business offers; otherwise, it becomes all
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things to all customers, thus blurring their distinct positioning. Without trade-offs, there would
be no need for choice and correspondingly no need for strategy (Porter 1996).
The strategic positioning of any Caribbean library must be aligned with the strategy of the wider
institution of which it is a part. Therefore every decision or action the library undertakes must
be guided by its strategic position. This ensures that none of the library’s actions exists in a
vacuum. In order for strategy to be successful, there must be structure. Assuming a new or reestablishing a competitive strategy will not be an easy task for any individual library and this
would certainly present some challenges for the library leadership.

Strategic Leadership
Strategic leadership according to Ireland and Hitt (2005) is the capacity to anticipate, envision,
maintain flexibility, think strategically and collaborate with others, thus initiating the changes
that will create a viable future for the institution. They also assert that the likelihood of an
organization achieving superior or even satisfactory performance when confronting the
challenges of the global economy will be greatly reduced without the employment of strategic
leadership. Govindarajan and Trimble (2011) affirm that some companies become too focussed
on executing their current business model and forget that business models are perishable. As a
result, they lose their vision of finding the next great innovation.

The authors assert that to

realize current and future success, organizational leaders must simultaneously manage the
present; selectively forget the past; and, create the future. By applying those principles to the
search for a new business model, a framework is offered from which each individual library can
operate. In managing the present, the library must concentrate on performance excellence and
continuous improvement - which is OE - as previously discussed.

The library must fully

appreciate that selectively forgetting the past and creating the future accounts for the preparation
it must currently make to facilitate a successful future. Consequently, the library’s leadership is
faced with the onerous choice of knowing exactly what to destroy and what to create so that the
library can respond in a way that enables sustainability and competitiveness. To selectively
forget the past means to sever ties with organizational memory. This will be a tumultuous
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challenge, as supposedly when conducting the core business, library leadership and staff alike
would have developed biases, assumptions, and ingrained mind-sets. These become rooted in
planning and operational processes, performance evaluation systems, organizational structures,
and human resources policies. Such inherent memory may be great for preservation, which is,
managing the present; however, if it is not controlled sufficiently - selectively forgetting
the past, it gets in the way of creating the future. As Govindarajan and Trimble (2011,
110) correctly state: “Before you can create, you must forget”.
Strategic Thinking
The way forward for Caribbean libraries is to cover all of those attributes which can be labelled
as strategic. It extends both to the formulation and execution of strategies, and has the outcome
of an integrated perspective of the library. Good strategic thinking uncovers potential opportunities
for creating value. The surest way to create value “is not to venture far afield but to mine new
value close to home; assets already in hand but peripheral to the core offer up the richest new
core” (Zook 2007, 68). Equally, Ofek and Wathieu (2010) ask for the identification of the
seemingly peripheral trends that have the potential to reshape the organization since only a
handful of big trends are capable of altering user behaviour; they ask that attention be paid to the
ripple effects of some changes and technologies in the multiple areas of the user’s life. For
example, Caribbean libraries must consider how social networks like Facebook and LinkedIn are
affecting friendships and professional relationships and how they can capitalize on the investments
of these networks. They must fully embrace social media to meet users wherever they are. It
makes for good economic sense that patrons maximize the use of the libraries’ costly repositories
of collections. Providing reference services via instant chat should be a basic service offered by all
academic libraries. Griffith University Library in Australia and University at Buffalo Libraries
in the United States are examples of two university libraries that provide instant chat services.

The role of the physical library is changing; hence, Caribbean libraries must move in tandem with
their international counterparts. The physical library must be increasingly geared towards serving
the needs of users with cafes and social spaces provided alongside information resources
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(McCreadie 2013). Before a library can seek to create value, there must be a clear distinction
between its core business and value-added service owing to a degree of ambiguity in relation to the
meaning and interpretation of the two terms (Broady-Preston and Swain 2012).
Core business comprises those activities and services deemed fundamental to the continued
existence of the library (Broady-Preston and Swain 2012).

The core business is derived

from the core competency, which “is a bundle of skills and technologies that enable a company to
provide particular benefits to customers” (Beardwell and Claydon 2010, 55).

The core

competency must be competitively unique as it represents a gateway to the future. In contrast,
value added services are considered to be those which add value or worth, but are ancillary to the
core business of the library. For example, a cafeteria operating within a public library is a valueadded service, as are bindery services provided by the libraries that do. Given the current
economic climate, such categorizations and distinctions will be useful for the library
management in prioritizing activities and services, planning and allocating resources, and
evaluating service performance (Broady-Preston and Swain 2012). Fundamentally, to create the
future, each library must provide a strategic answer to the two-part question: What business are
you in and what business are you not in? (Bishop 1999; Lafley 1999; Broady-Preston and Swain
2012; Matthews 2014) In doing so, the library will know with certainty where it can “play to
win” or “not play at all” (Lafley 1999); in addition, it serves to dissuade benchmarking
unnecessarily. The answer to this question can only surface as a result of a thorough evaluation,
and an assessment of the library’s culture and its readiness to change.
Creating New Market Space
According to Kim and Mauborgne (1999), creating new market space mandates a different
pattern of strategic thinking. Instead of looking within the accepted boundaries that define how
libraries traditionally compete, library leadership can look systematically across them. This
would allow Caribbean libraries to find unoccupied territory that represents a real breakthrough in value. For the library, untapped value can be hidden in complementary services.
One simple way to unearth untapped value is to think about what happens before, during, and
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after the library’s services are utilized.

Seemingly far-fetched, major Caribbean academic

libraries can possibly ponder introducing a Saturday programme, for a fee, to those primary level
children of mature students.

Such services are uniquely aligned with the needs of mature

students, who are likely to have young children, and would prefer to utilize the library services
while having their children in close proximity and engage in developmental activities. To ensure
the feasibility of such a venture, the institution will have to survey its user population.
Zook (2007) highlights that the significance of a company’s overlooked, undervalued, or
underutilized assets to its strategic regeneration cannot be overstated. For the library, a hidden
asset can be the centrepiece of the new strategy, and as such, this hidden asset can be presented
in the form of untapped insights into users. The library may discover that one neglected
customer segment holds the key to unprecedented growth. It may recognize that it is in a
position of influence over its users, perhaps because of the trust and reputation it enjoys, and that
it has not fully developed this position (Zook 2007).
aeroplanes cannot afford to fly empty.

To benchmark the airline industry,

This accounts for the reason why they are often

overbooked, and why some airlines have discontinued flights to some territories. Similarly, it is
not economically prudent to have libraries open with very few users, taking into account the
increasingly high cost of library materials, databases, and its overheads. However, shortening
the regular opening hours of the library is not the solution. Academic libraries especially, are
usually under-utilized during semester breaks.

They can possibly find untapped customer

segments, for example, professional organizations whose employees would like to engage the
services offered by these libraries during this short window, but are not enrolled in any of
academic programmes offered by the parent institution. The onus resides with the library and the
wider institution to determine what type of cost would be attached to this service.

In comparison with the manufacturing industry, shop owners would prefer to have their stock
turnover quickly without become obsolete. In correlation, all types of libraries would want to
have their materials borrowed without having to weed unused materials. The harsh reality is that
this seldom, if ever, occurs in libraries. Unused materials represent an exorbitant and wasted
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cost for libraries when the purchase cost of the materials, the processing, storage, and
maintenance cost in the form of staff time and energy are considered. Although the unused
materials of a collection cannot be entirely eliminated, Caribbean libraries must still re-conceive
how they offer some services, their collection development policies, as well as their relationships
with other libraries.

Lewis (2013, 68) requests that libraries, especially academic libraries,

“move beyond defining themselves by their distinctive collections and move to definitions of
excellence based on distinctive services”. Such practices have opportunity costs; and, unless
these costs are captured and reinvested to create services that are distinctive, these libraries risk
becoming expensive and irrelevant.
Strategically Saying No
Uttering the word ‘no’ to the offer of a large gift collection is tantamount to uttering a profanity
in some settings.

Gifts are always one way to supplement a collection, especially for those

libraries, which are challenged by the lack of funds. Gifts have become an integral part of a
library’s collection development. Traditionally, donations of books were welcome regardless of
content or condition, as this was the basis upon which many great libraries were founded
(Ballestro and Howze 2005). Nevertheless, libraries are under no obligation to add everything to
their collection solely by virtue of the material being a gift. According to Ballestro and Howze
(2005, 52), “Acquisitions departments are the ultimate recipients of unsolicited gift of books,
serials, and other materials (including a variety of molds and insects) that well-meaning people
give to the library”.

Being constantly distracted by troublesome gift donors and unsolicited

gifts can be a nuisance for the library staff who routinely handles donations. Therefore,
the library has to ascertain whether the cost of collection transport, staff labour, and the risk of
employee health is worth the yield in number of materials actually added to the collection. Since
the processing and storage costs are the same for gifts as for purchased items, the library has to
scrutinize its intake of these materials.
For Caribbean libraries, which are more often departments of larger institution, their leaders
must be involved in the selection, redeployment and hiring of staff assigned to the
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libraries. This ensures that the respective library strictly adheres to its strategic position by
ensuring the best fit staff. The new business model for Caribbean libraries must be based on its
mission, values, and experience (Bishop 1999).

Thus embracing the wrong kinds of skills

can destroy morale and incur additional costs since these employees would have to be retrained in order to be strategically aligned with their new setting. This practice would not only
rob the library of time and energy, but also of profit owing to the delay in implementing
strategic, tactical, and operational plans. The leaders of Caribbean libraries must fully appreciate
that employees too, become frustrated and exhausted by the lack of growth of their institution.

Creating Strategic Assets
It is imperative that the library move beyond recognizing its workforce as human resources, but
as strategic assets.

Fuchs (2002, 154) characterizes strategic assets as “an increasingly non-

replicable, intangible, difficult to duplicate, firm-specific source of sustainable advantage that
cannot straightforwardly be imitated by competitors if retained and bound within organizational
boundaries”. Although it is affirmed that employees are the most important assets, some
libraries increasingly rely on temporary contract employees and contingent workers in the form
of student assistants. The main point is that there is an explicit tendency in most libraries to blur
the lines between professionals and non-professionals. This shrinks the number of professionals,
with the librarians playing a prominent role in sabotaging the future of their own profession.
White (2006) asks: if there is no real difference in what non-professionals do and what librarians
do, then what is the point of getting a professional degree? Moreover, if the delineations are not
as clear, then patron expectations are not as clear. Most Caribbean librarians can attest to the
fact that most patrons assume that everyone who works in a library is a librarian. White (1998,
117) asserts that it is “unfair to our users for clerks to do professional work, just as it would be if
non-professionals did hospital work”.
Librarians can be a unique source of developing competitive advantage, especially if their
expertise is brought to deeper levels. Caribbean libraries must optimize the way librarians
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collaborate - through job specifications, organizational designs, and work processes. When all
employees are perfectly aligned, companies become works of high art (Govindarajan and
Trimble 2011).

While it may be simple to replace and radically alter the physical structure of a

library, it is difficult to replace and renew the idiosyncratic skills embedded in the heads and
hands of librarians. A stock of resources that is difficult to imitate and hard to transfer enhances
the sustainability of the library. Although information sharing is a core feature for a library
manager, having an approach whereby all staff share equally in the same duties and
responsibilities can be perceived as non-strategic, fostering unwarranted competition among
staff, and can stymie the growth of the organization. H igh performers strategically organize
staff so that responsibilities are effectively divided and conquered, and according to their
strengths and skill sets, and not according to the vagaries of its management.
High performance businesses begin with the expectation that they are hiring staff for the long
term, and this perspective fundamentally alters the nature of their recruitment and selection, and
training and development policies. The new model library requires staff who are keen on careers
in librarianship rather than those who perceive library work as a stopgap until their ideal job
arises.

Creating Shared Value
Shared value can be defined “as policies and operating practices that enhance the competitiveness
of a company while simultaneously advancing the economic and social conditions in the
communities in which it operates” (Porter and Kramer 2011, 66). The concept of shared value
describes a new set of best practices that all companies must embrace. It has become an integral
part of strategy and has given rise to many new needs to meet, new products and services to
introduce, new customers to serve, and new ways to configure the value chain. Imperatively,
shared value resets the boundaries of capitalism as underscored by Porter and Kramer (2011), who
insist that not all profit is equal. This is a perception, which has been eroded in the narrow,
short-term focus of financial markets and in much management thinking. The abovementioned
authors emphatically proclaim that profits involving a social purpose represent a higher form of
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capitalism - one that will enable both society and the organization to rapidly advance.
Essentially, shared value allows an organization to concentrate on the right kind of profits,
which are, those that create societal benefits rather than diminish them.

One way in which Caribbean libraries can create shared value is by enabling local cluster
development since no organization is self-reliant. The success of every organization is influenced
by the supporting businesses and infrastructure around it. Clusters play a pivotal role in
encouraging productivity, innovation, and competitiveness. Academic libraries especially should
be familiar with this concept, if not by name, certainly by practice since universities and
colleges are a part of, and promote cluster development. Clusters are closely related to the
business ecosystem, and the success of the library is inextricably linked to the success of its
ecosystem. Rubin (2004, 361) affirms: “Libraries must be thought of as organisms whose
purpose is to adapt, as all organisms do, to a constantly changing environment”.

He goes on to

say that “simply surviving is an essential purpose and focus of an organization, and in this
complex social, political, and economic climate, this task is no less an issue for libraries” (361).
According to Iansiti and Levien (2004, 69), similar to “an individual species in a biological
ecosystem, each member of a business ecosystem ultimately shares the fates of the network as a
whole, regardless of that member’s apparent strength”. They refer to the business ecosystem as
loose networks “of suppliers, distributors, outsourcing firms, makers of related products or
services, technology providers, and a host of other organizations” (Iansiti and Levien 2004, 69),
which influence and are influenced by the creation and delivery of a firm’s own offerings.

The

abovementioned authors also highlight that companies such as Wal-Mart and Microsoft have
recognized the significance of the business ecosystem and have pursued strategies that not
only aggressively further their own interest but also promote their ecosystems’ overall health.
They have ensured this by creating platforms, which are services, tools, or technologies, that other
members of the ecosystem can use to enhance their own performance.
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It is for these reasons that Caribbean librarians must promote the health of their ecosystem.
Specific to academic librarians, the need to perform community service and engage in research
and developmental activities should not be perceived solely in terms of job retention. These
activities are fundamentally critical to creating shared value, thus augmenting the health of the
ecosystem, especially since most libraries inhabit ecosystems that extend beyond the boundaries
of their industry. As Iansiti and Levien (2004, 71) emphasize: “For an ecosystem to function
effectively, each domain in it that is critical to the delivery of a product or service should be
healthy; weakness in any domain can undermine the performance of the whole”.

Conclusion
For Caribbean libraries, creating new growth requires repositioning and reinvention. The latter
involves venturing into unknown market space and unknown business model territory. Pursuing
a new business model for libraries will be laborious and should not be embarked upon unless
they are confident that the opportunity is large enough to justify the effort. To do otherwise
would be a waste of time, energy, and money. The guidelines for preparing a good business
model are presented in Table 1 while Figure 1 shows how this model can be applied to a library
ecosystem, in this case the Sidney Martin Library, Cave Hill Campus, The University of the West
Indies.
When business model innovation is mandatory, success resides not only in designing the model
correctly, but also in “figuring out, then implementing - and then refining - commercially viable
architectures for revenues and for costs” Teece (2010, 174). In addition, Johnson, Christensen
and Kagermann (2008) insist that the incumbent business should not be allowed to prohibit the
new model from creating value or thriving.
Designing a new business model requires creativity, insight, and a great deal of user, competitor
and supplier information and intelligence (Teece 2010). Furthermore, the continual changes and
the economic reality impacting users and society, and the cost structure of the business must be
clearly understood. Successful incumbents must not only be mindful of initial failure, but also
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appreciate that the right business model may not be apparent up front, and learning and
adjustments will be necessary. Johnson, Christensen and Kagermann (2008) recommend that
companies with new business models should be patient for growth but impatient for profit.
Magretta (2002) says profits are important not only for their own sake, but also, because they
indicate whether the model is working, and that if the expected results are not achieved, the
model must be re-examined.
Finally, since a business model tells a good story, it can be used to get everyone in the
organization aligned around the kind of value the library wants to create. According to Magretta
(2002), stories are easy to grasp and easy to remember; they allow staff to view their jobs within
the larger context of what the organization is attempting and to tailor their behaviour
accordingly.

Imperatively, the greatest impact of business model reinvention comes from

identifying and satisfying underserved or unserved needs of the library’s stakeholders.
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TABLE 1: Guidelines for designing a library business model with the appropriate leadership and management
styles
WHAT BUSINESS ARE WE IN?
KEY
PARTNERS
Which partners are
needed?
Which vendors are
needed?
Which key
resources are
acquired from the
library’s vendors /
partners?

KEY PROCESSES
What key processes do
the library’s value
propositions,
distribution channels,
user relationships and
revenue streams
require?

VALUE
PROPOSITIONS

USER
RELATIONSHIPS

USER
SEGMENTS

What services are
provided for our
users?

How do we attract, and
retain users?

For whom is the
library creating value?

What other user markets
should we seek to
penetrate?

Who are our
primary users?

What does the user
really want?

What are our user
demographics?

DISTRIBUTION
CHANNELS

KEY RESOURCES
What key resources do
the value propositions
distribution channels,
user relationships and
revenue streams
require?

How do we reach our
users?
Through which channels
do our user segments
prefer to be reached?
How effective are the
current distribution
channels?

FINANCE

COST STRUCTURE
What are the most important costs?
What key resources and processes are most
expensive?

PROFIT
What is the profit formula?

REVENUE STREAMS

For what do patrons currently pay?
For what service are patrons willing to pay?
What are the pricing policies?

What is the size of opportunity/market?

CULTURE/VALUES
LEADERSHIP STYLE

RELATIONSHIP STYLE

VALUES

What is our leadership style?
What leadership style is required to
successfully manage our key processes and
resources, serve our users, and impact the
bottom line?

How do we interact with each other and our
users?
How do our relationships impact the value
propositions and the bottom line?

What are our core values?
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Book Review
Karen Calhoun. Exploring Digital Libraries: Foundations, Practices and Prospects. London:
Facet Publishing, 2014. xxix, 322p. ISBN 9781856048200.
Reviewed by Karen Eccles.

Exploring Digital Libraries: Foundations, Practices and Prospects is grounded in rich historical
data which provides the context for an understanding of the emergence, development, and
growth of digital libraries. It draws on over twenty years of research since the emergence of
digital libraries in the 1990s. Whereas North America is the basis for issues explored, the author
provides a broader international perspective, giving numerous examples of digital libraries
initiatives in various countries throughout the world.

Two themes, one dealing with the theoretical foundations, current practices and prospects of
digital libraries and the other with the societal role of digital libraries within the context of a
web-based environment are explored within the ten chapters which span the book. The historical
background beginning with the technological revolution around 1965 and the conditions since
then to the 1990s which led to the emergence of digital libraries around 1991 provides the
context of digital libraries development. A further unravelling of baseline standards, early
principles, funding, reports, outcomes, further research and practice, the transformation of
scholarly communication processes, open access, the connection between technologies,
collections, social forces and online community building, further immerses the reader in the early
issues which surrounded the development of digital libraries.

The book explores some key issues in depth such as subject-based and institutional repositories
in relation to web developments and hybrid libraries. The emergence, growth and positive
impact of repositories as well as the challenges and criticisms levelled against them are discussed
at length. The early four highest ranked repositories are mentioned and some discussion is
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devoted to the two most widely deployed types of repositories, EPrints and D-Space as well as
another called Fedora. Islandora and Hydra, which provide a layer above a repository to better
support interoperability, are earmarked as the next generation repositories. Data is used from
ROAR and OpenDOAR, the systems used to track repositories worldwide. Hybrid libraries are
also looked at in relation to repositories, the web and with user engagement as their information
seeking patterns evolve. Interoperability is identified as the key challenge of both hybrid libraries
and digital libraries, but Calhoun recommends cloud-based library systems which she says may
offer a better integrated alternative to the current fragmented array of systems, tools and services
which she sees hybrid libraries using at present. Cloud based library systems however are only
now beginning.

A great deal of discussion is given to the social and economic impacts of digital libraries to the
communities that use them. The author shows how the social role of digital libraries can diminish
the digital divide and how they might also support the free flow of ideas, empower individuals,
support teaching, learning and the advancement of knowledge, provide economic benefits and
preserve intellectual and cultural aspects for the future. A conceptual framework for examining
the social roles of digital libraries is offered with examples of each social role and community
benefits. The legal obstacles surrounding copyright and deposit of digital content are highlighted
while studies are put forward which found that the current legal framework actually discourage
digital preservation best practices or even make them illegal.

With regard to the communities which digital libraries serve, the author uses the responses from
nine interviewees who are experts in the field to determine some common characteristic for longterm viability. These success factors have to do with the purpose, focus and commitment of
communities, the successful communication of the identity, intent and nature of a digital library,
awareness and discoverability, community and needs orientation, user centred design, ease of use
and reliability, quality content and funding sustainability. She also talks of the life-cycle of
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online communities that is inception, through creation, growth and maturity. This life-cycle
framework is then applied to examine the prospects of open access repositories. She focuses on
the potential of these repositories, their positive impact on scholarship and how they may
increase the social and economic value of digital libraries. However there are major challenges to
digital libraries such as the low level of faculty awareness, a lack of clarity in the purpose and
focus of repositories and divergence in community needs and attitudes. The recruitment of
content is also a common challenge and interestingly studies are cited which have linked the
problems of recruiting faculty content to the way that librarians talk with faculty about
repositories. Though there are two directions in the open access movement, the Green open
access which is related to self-archiving, and Gold open access, which deals with publishing
open access journals, Exploring Digital Libraries deals with the former and some of the issues
around self-archiving such as the uncertainty of copyright. However organisations supportive of
open access and which offer advice to scholars who want to retain self archiving and other rights
are mentioned. The last two chapters of the book are devoted to a discussion on the social web
and the responses of digital libraries to developments in teaching and learning through webbased technologies. Some successful experiments in optimizing the reach and visibility of digital
libraries are put forth. Also explained are issues such as why search engine optimization (SEO),
the semantic web and linked data are important to the social web and the increasing expectations
with mobile applications and interfaces. There is hope for libraries for a digital future
particularly those with special or unique collections and the driving forces which can merge to
make them a reality are highlighted.

There are references to seminal papers for many issues discussed which makes it easy for further
reading. The book is rich with real world examples of projects, digitization thrusts and
challenges experienced by corporations, universities, and individuals who supported, funded or
propelled the digital libraries movement in some way or the other. A glossary, index and
numerous figures make complex terms simpler and easy navigation throughout the text. The
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organisation of the book with the ascending stages of the digital libraries movement makes the
present status clearer and sets the stage for librarians, information professionals, practicing
professionals, technologists, cultural memory institutions, scholars and graduate students to take
the movement into its next stage of development. The style of writing makes the issues easy to
understand and all technical jargon is explained. This up to date text is recommended to
technologists for an understanding of the social issues confronted by digital libraries as the
technologies evolve and to information professionals of today who will become engaged in this
movement in one way or the other as the momentum builds.
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Book Review
Pam Hackbart-Dean and Elizabeth Slomba. How to Manage Processing in Archives and
Special Collections. Chicago: Society of American Archivists, 2012. 147p. ISBN 1931666431.
Reviewed by Aisha Baptiste.
How to Manage Processing in Archives and Special Collections is a comprehensive training
manual and guide for learning and teaching about the management of the most technical aspect
of special collections work. The authors state that processing management involves “developing
policies about priorities, instituting workflows and strategies, monitoring preservation concerns,
adopting standards, incorporating innovations, training staff, and evaluating statistics, metrics,
and assessment”(iii) The book is an effective tool for mapping out and customizing processing
plans for any archive or special collections department regardless of size or geographic location.
Early in the reading, Hackbart-Dean and Slomba emphasize that the study addresses almost
every possible shortcoming or constraints one may face in the archival world when attempting to
implement a processing program. This is quite evident when they stated:
During evaluation and assessment (and perhaps before), you will identify problems and
continuing issues. Staff may not be at the level they need to be. The money may not be
there. The space might not be there. The systems people may lose your phone number,
the web developer may become upset with the EAD finding aids, and the cataloger may
not understand cataloging manuscript collection. (p.9).
This excerpt resonates because Caribbean archives and special collections are no strangers to the
everyday challenges mentioned. Throughout the book practical solutions have been presented
which can mitigate against some of these issues. Among these solutions are the well-defined
steps involved in constructing a Processing Program.
There was then a smooth flow into the chapter on Processing Priorities. The authors identified at
least sixteen factors which may be considered when determining priorities. These ranged from an
archive’s collection development policy, institutional priorities, staffing, and size of the
collection to preservation risks. Various strategies were also detailed to aid the prioritization
process.
The most substantial chapter of the book was on the actual management of processing
collections. This process began with the initial acquisition of the collection, accessioning,
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preprocessing, arrangement, preservation, description, publishing and administration. The
flowchart on pages 26-27 is an added bonus as it can be adopted for any institution or serve as a
teaching tool to explain the processes involved in the management of special collections. A
variety of relevant strategies and techniques were discussed in relation to the entire procedure in
the latter half of that chapter including guidance on working with electronic files which come in
as part of a collection.
Pertinent issues were also addressed in the management of archives and the processing of
collections. For instance there was a segment devoted to integrating preservation as a critical
facet of archival management and processing. The role of technology and its impact on archival
description, standards and innovation with respect to EAD (Encoded Archival Description), webbased finding aids and the issue of web 2.0 and processing are thoroughly examined.
The very sensitive topic “More Product, Less Process” (MPLP) which was a model developed
by Mark Greene and Dennis Meissner in 2005 was highlighted in chapters 1, 4 and HackbartDean and Slomba’s bibliographic essay which dealt with a wide range of literature on
processing. MPLP allows a researcher to gain quicker access to a collection that is partially
processed. A table designed by Janet Hauck which displayed the pros and cons of traditional
processing and MPLP was used to make it easier for one to strike a balance between both
methods.
The last two chapters cover the training and management of various levels of processing staff
which includes student assistants, interns, volunteers, paraprofessionals and professionals. This
gives great insight into staff training and development in archival procedures. Finally evaluation
and assessment in terms of statistical data and metrics are used to help determine or measure
one’s success.
It must also be noted that the book is furnished with informative photographs of various aspects
of processing in archival settings and numerous samples of spreadsheets, processing plans and
relevant diagrams in the appendices and throughout.
Therefore, if one’s aim is to standardize the procedures for managing and processing archives
and special collections and setting a world class benchmark, this text is highly recommended.
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