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Introduction
Between February 24th and March 15th, 2015 employees of the Library at the University of Illinois Urbana-Champaign were invited to participate in the ClimateQUAL: Organizational Climate and Diversity Assessment survey, one of the many assessment tools administered by the Association of Research Libraries (ARL).  ClimateQUAL “is an assessment of library staff perceptions concerning (a) their library's commitment to the principles of diversity, (b) organizational policies and procedures, and (c) staff attitudes.  It is an online survey with questions designed to understand the impact perceptions have on service quality in a library setting. The survey addresses a number of climate issues, such as diversity, teamwork, learning, and fairness, as well as current managerial practices, and staff attitudes and beliefs” (https://www.climatequal.org/home, retrieved August 8, 2017.)  The survey was sent to 520 University Library employees including faculty, academic professionals, academic hourlies, civil service staff, and graduate assistants.  312 valid surveys were completed for a response rate of 60%.[footnoteRef:1]   [1:  Please see Appendix A of this Report for a Timeline of the Implementation of ClimateQUAL at the University of Illinois Library] 


The initial Climate Survey Working Group strove to be as transparent as possible in sharing information about the survey.  A webpage the ClimateQUAL Survey FAQ was created where we shared all information about the survey. In April 2015, an email went out to LIBNEWS announcing that the full ClimateQUAL Report (minus comments) was available. On May 22, 2015, a town hall meeting was held for all library employees where members of the Working Group provided a summary of the survey results via a Power Point presentation. The FAQ page continues to serve as a primary communication vehicle as well as a repository for all information about the ClimateQUAL survey implementation.  Cindy Ingold, Gender Studies and Multicultural Services Librarian in the Social Sciences, Health, and Education Library, has led the ClimateQUAL initiative at the University Library since March 2014.  She continues to provide regular and ongoing communication through emails to LIBNEWS, updates in Library Office Notes (LON), updates at library open meetings, as well as sharing information at the 2016 and 2017 annual Library-wide retreats.  
ClimateQUAL Response and Implementation 
A ClimateQUAL Response Team which had been charged to determine strategies to address issues and concerns raised in the ClimateQUAL survey completed its work in December 2015.  In January 2016, Cindy Ingold was asked to serve as special advisor to Dean John Wilkin working on ClimateQUAL.[footnoteRef:2]  On February 29, 2016, an ad-hoc advisory group met to strategize and prioritize the recommendations from the Response Team. This group included Dean Wilkin; Cindy Ingold; the three Associate University Librarians, JoAnn Jacoby, Beth Namachchivaya, and Tom Teper; Greg Knott, Assistant Dean for Business Operations; Dani Postula, staff member in Central Access Services and chair of the Library Staff Support Committee; Qiang Jin, Senior Coordinating Cataloger and one of the co-chairs of the Library Diversity Committee; and Beth Woodard, Staff Development and Training Coordinator. This group determined that the Library should move ahead with gathering additional information about the organizational climate by convening focus groups (Short Term Recommendation 2.a. from ClimateQUAL Response Team Report of Recommendations). [2:  See March 2016 issue of Library Office Notes at http://publish.illinois.edu/libraryofficenotes/2016/03/] 


In March 2016, Cindy Ingold, Beth Woodard, and Jen-Chien Yu, Assessment Coordinator, met with Sue Stewart and Tiy Goddard from the Center for Training and Professional Development (now Employee Development and Learning, a unit under Illinois Human Resources) to discuss the feasibility of holding focus groups to gather more detailed, experience-based information to supplement the data from the ClimateQUAL survey.  Prior to this meeting, Cindy had provided Sue with the ClimateQUAL Summary Report (dated 9-14-2015) and the Response Team Report (last updated 2-19-2016).  The goal for the focus groups was to gather more detailed information about the organizational climate from all levels of library staff.  A proposal from the Training Center dated April 11, 2016 recommended that the Library consider holding focus groups around one of these five areas:
1. Capitalize on the strengths of the organization as revealed in the ClimateQUAL survey.
2. Gather additional information about the climate of the organization.
3. Promote open, honest, and authentic communication between all levels of staff.
4. Strengthen our strategy for the recruitment, hiring, and retention of faculty and staff from underrepresented groups.
5. Foster a culture where diversity activities are rewarded within the organization.
After discussions with Dean Wilkin, it was decided that the focus groups should address Recommendation 3: Promote open, honest, and authentic communication between all levels of staff.   Five focus groups targeted to various categories of employees were convened in July and August 2016 with a total attendance of over 50 employees.  Each focus group received the same questions from the facilitators, and all sessions were confidential. The Executive Summary provided an overview of what was learned in the focus groups and suggested specific recommendations to the University Library about how to build trust through open and honest communication. The recommendations centered around three themes which came up in all the focus groups: 1.) resolving conflict; 2.) providing clearer guidelines for using the Library’s internal mail lists; and 3.) creating more clarity and transparency about committee service.  The Training Center did advise that “the Library move slowly toward its priorities, using current resources, and see success in stages. Employees do want to see quick movement, but steady progress will keep them motivated and demonstrate that this is only the beginning” (Library Focus Groups Executive Summary, p. 5). 

In May 2016, a ClimateQUAL Implementation Team was established with the following charge:  
Building upon the recommendations provided by the ClimateQUAL Response Team, the ClimateQUAL Implementation Team will serve as an advisory group to Cindy Ingold, special advisor to John Wilkin for ClimateQUAL.  The team will monitor the current set of recommendations, propose additional recommendations, and set goals to accomplish recommended actions. The team will also track activities to ensure the goals are being met.  

Members of the Implementation Team included Cindy Ingold, Sarah Christensen, Visual Resources and Outreach Specialist in Research and Information Services and a representative from the Library Committee of Academic Professionals (L-CAP); Donna Hoffman, Administrative Assistant in Human Resources; Qiang Jin; Laila Hussein Moustafa, Middle East and North African Studies Librarian; Dani Postula; Tom Teper; and Beth Woodard.  The Team held monthly meetings from September 2016 through June 2017.
Next Steps for ClimateQUAL
The ClimateQUAL Implementation Team submits the following recommendations to ensure continuation of the important work that has occurred over the last three years investigating the organizational climate of the University of Illinois Library. These recommendations are based on discussions held at the meetings of the Implementation Team which also spent a great deal of time analyzing the initial data from the ClimateQUAL survey as well as the many reports and recommendations that came after the survey.  Cindy Ingold also had ongoing discussions with Dean John Wilkin as well as other members of Library Administration, especially JoAnn Jacoby, AUL for User Services, and Beth Namachivaya, AUL for Research. Finally, input was sought from members of the Diversity Committee, the Library Staff Support Committee (LSSC), and the Staff Development and Training Committee (SDTC.) 

Primary Recommendation
This report includes several recommendations, but the first recommendation is the most vital.  This recommendation is to create an Organizational Climate Steering Team (OCST) to continue to monitor the organizational climate and to follow-up on the significant work done by several other group since the implementation of the ClimateQUAL survey in 2015.  The composition of this group should include chairs or representatives from a variety of committees and units within the Library including the Diversity Committee, the Staff Development and Training Committee, the Library Staff Support Committee, the Library Committee of Academic Professionals, and the Executive Committee.  Additionally, the Steering Team should also include an Associate University Librarian; the Head of the Business and Human Resources Service Center or a designee, such as the Organizational Training and Development Coordinator when hired; the Assessment Coordinator; and 2-3 at-large members chosen from all library employment categories. The Implementation Team offers this proposed charge for the Organizational Climate Steering Team:
· Follow-up with and determine status of the initial set of recommendations proposed in February 2016. 
· Identify ongoing and new issues related to the organizational climate and provide concrete recommendations to specific individuals, committees, or units about how to address these issues. 
· Engage with the campus and the profession to ensure the Library is following and implementing best practices to create an inclusive and diverse workplace.
· Communicate regularly with the University Library, especially championing and celebrating the excellent work being done in the Library.
· After one year, assess the work of the OCST to ensure that the Team is working effectively.  
We recommend that the Chair of this team be a member of the Cabinet or at least meet regularly with Cabinet, and that the team meet quarterly. 

Additional Recommendations 
These additional recommendations depend upon the creation of an ongoing group to continue to lead the organizational climate work at the University Library. Recommendations are grouped under three categories: 1.) re-examining the initial set of recommendations proposed by the ClimateQUAL Response Team; 2.)implementing on a larger scale several recommendations which came out of the focus groups; and 3.) investigating and suggesting new recommendations to create a more just, diverse, and fair workplace.  
1. Re-Examine Recommendations Proposed by the ClimateQUAL Response Team.   Three recommendations stand out from the Response Team Report.
a. Create Opportunities for Library Personnel to Provide Feedback about the Organizational Climate.  
b. Partner with the School of Information to Explore Ideas to Recruit Students from Underrepresented Groups to Consider Librarianship as a Career. 
c. Repeat the ClimateQUAL Organizational Assessment Survey at a Future Date.

2. Implement on a Larger Scale Recommendations from the Focus Groups. Data and comments from the ClimateQUAL Survey as well as information attained from the focus groups reveal that improving internal communication between and among Library staff will help create a more positive work environment.  Specific recommendations here might include:
a. Provide Ongoing Training to Encourage Best Practices for Communication.  NOTE: Because open and honest communication is at the heart of everything we do, the Implementation Team believes the following activities should be implemented regardless of whether we create an Organizational Climate Steering Team. 
· Create an internal marketing plan for the University Library. (Note: Beth Woodard has information on what an internal marketing plan might look like.) 
· Offer Cohesive Communication Training sessions (held March 2017 by Office of Training and Professional development) to all library staff. 
b. Offer Training and Create Best Practices for Use of Library Lists. 


c. Clarify the Committee Process within the Library.  

3. Investigate and Suggest New Recommendations
The ClimateQUAL Implementation Team provides these ideas as new recommendations for the University Library to consider as we move forward with thinking about the organizational climate.
a. Partner with the School of Information to Host Events for Undergraduate Students to Introduce Them to Librarianship.
b. Closely Monitor the Initial Cohort of Residency Librarians to Determine if This Program Should Continue.
c. Create an Organizational Climate Statement for the University Library
*An organizational climate statement would be different from the Library 
Diversity Statement.  It would be a statement indicating how we treat each other in our day-to-day working relationships.  
d. Offer exit interviews.
*The University Library currently does exit interviews with departing
Graduate Assistants. The ClimateQUAL Implementation Team believes valuable information about the organization could be garnered by interviewing library personnel who retire or leave the Library for other opportunities.
e. Work Closely with Library Administration to Determine New Recommendations. 

CONCLUSION
The ClimateQUAL Implementation Team strongly urges the Library Administration and the Executive Committee to create a structure within the organization to continue to monitor, assess, and make recommendations about the organizational climate.  Whether this is the creation of an Organizational Climate Steering Team or some other mechanism recommended by Library Administration, the ClimateQUAL Implementation Team believes this is a crucial and essential next step for the University Library.  The UIUC Library has invested a great deal of time, energy, and resources into implementing the ClimateQUAL: Organizational Climate and Diversity Assessment.  We want to make sure that the hard work, lessons learned, and progress made during the last three years continues.  Our goal is to create an organization where honesty, trust, inclusion, and diversity are seamlessly integrated into the daily work that we all do.
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Appendix A: Timeline of CLIMATEQUAL Implementation at the University of Illinois Library

In order to understand the full scope of the Library’s commitment to implementing the ClimateQUAL Survey at the University of Illinois, it is important to track the work of the many groups and library personnel who worked on this initiative since 2014.  The Library Diversity Committee had discussed doing a climate survey as far back as 2010.  John Wilkin, who became University Librarian and Dean of Libraries in August 2013, met with the Diversity Committee in January 2014 to discuss goals and plans for the Committee. He suggested that the Committee put forward a proposal to do a climate survey, and that we investigate various methodologies including ClimateQUAL. Following this suggestion, a group of individuals from the Diversity Committee, Library Human Resources, and Library Administration met in March 2014 and recommended to Dean Wilkin that the University Library do a climate survey. This group recommended using ClimateQUAL: Organizational Climate and Diversity Assessment, an assessment instrument administered by the Association of Research Libraries (ARL). There were several benefits in using ClimateQUAL as an assessment tool of the organizational climate.  First, the Library would receive support and assistance from ARL.  ClimateQUAL also had a good reputation as a well-tested instrument for climate assessment, and the University Library would be able to benchmark against other ARL libraries who have completed the survey.  Finally, all information gathered in the survey would be confidential. The Library Administration and the Executive Committee approved this recommendation in April 2014.

Climate Survey Working Group (May 2014-August 2015)
In May 2014, a Library Climate Survey Working Group was formed. With this group and all subsequent groups, the University Library sought to create committees or teams that were inclusive of many categories of employees at the Library.  From the beginning, every committee or team included staff, academic professionals, and faculty. We also included a member of Library Administration and someone from Library Human Resources, now the Business and Human Resources Service Center on all teams. Cindy Ingold, Gender Studies and Multicultural Services Librarian, agreed to chair the group.[footnoteRef:3] Other members of the Working Group included Jim Cotter, Maps Library and representative from the Library Staff Support Committee (LSSC); Cindy Kelly, Head of Library Human Resources; Sue Searing, Associate University Librarian for User Services; and Jen-chien Yu, Assessment Librarian. While this group did not have an official charge from the Executive Committee, it was determined that the working group would have the following tasks: [3:  Cindy Ingold chaired all subsequent committees or teams.] 

· Market the value of the ClimateQUAL survey to the University Library.
· Manage questions and concerns that came up before, during, and after the survey.
· Work with the Assessment Librarian to analyze data from ClimateQUAL.
· Share information widely across the Library.
· Provide recommendations for next steps.   

The Team met regularly throughout the summer and fall of 2014 to plan for the implementation of the ClimateQUAL Survey, which ran for three weeks between February 24 and March 15, 2015.  The Working Group did a great deal of work to prepare Library personnel for the survey.  We met with members of all Library Divisions and certain Library Committees and units such as LSSC, UGL, and Acquisitions. We provided continuing communication about the survey both before, during, and after its implementation. A few members of the Working Group tested the survey before it was administered to all Library personnel, and we worked closely with ARL to tailor demographic/organizational questions specific to the University of Illinois Library system. The results were received in April 2015, and the Working Group spent the spring and summer analyzing the data.  The Climate Survey Working Group completed a Summary Report which highlighted key findings from the ClimateQUAL scales, summarized staff comments, and included recommendations, one of which was “for a new team to be created to determine strategies to address issues raised in the ClimateQUAL survey.”

ClimateQUAL Response Team (September-December 2015)
In September 2015, a ClimateQUAL Response Team was formed.  The charge for this group was: 
Determine strategies to address issues and concerns raised in the ClimateQUAL survey.  The Team will provide an initial set of recommendations to the Executive Committee by December 15, 2015. The ClimateQUAL Response Team will also recommend how to integrate ongoing monitoring of the organizational climate into the existing Library structure, including assuring that recommendations for improving the climate are incorporated into the strategic planning process. 

Members of this team included Cindy Ingold; JoAnn Jacoby, Associate University Librarian for User Services; Cindy Kelly; Jessica LeCrone, staff member in the Undergraduate Library; Kyle Mc Cafferty, staff member in Central Access Services and representative from the Library Staff Support Committee; Ayla Stein, Metadata Librarian; Jen-chien Yu; and Beth Woodard. Working under a tight timeline, the Response Team held meetings every two weeks beginning in October.  A final report was submitted to the Dean and EC in December. The report was accepted by the Executive Committee and amended as of February 9, 2016 (See Final Report of the ClimateQUAL Response Team).  The final report presented five short term recommendations and four long term recommendations regarding the findings from ClimateQUAL.  As discussed above, the ClimateQUAL Implementation Team began its work in June 2016.
Appendix B: Connections to Framework for Strategic Action
One of the Principles from the Framework for Strategic Action, 2015-2021 is for the University Library to be inclusive.  The Framework states “The University Library acts intentionally to include all members of its community in pursuing its Mission, recognizing the strengthening effects of diversity, dialogue, and difference and of engaging inclusive processes.”  The Framework Principles are guided by four directions, along with specific actions under each direction.  Direction three which states “Maximize the use and impact of library services, collections, and spaces” includes a specific action that says:
Promote a vibrant and dynamic organizational culture and structure [emphasis added] that is supportive of and benefits from diversity and inclusion.” 
To achieve this goal and to create an environment where all staff and patrons feel welcome and included, the Library at the University of Illinois at Urbana-Champaign must continue to pay attention to the organizational climate.  In order not to lose the momentum created by the work of many individuals within the Library, the ClimateQUAL Implementation Team believes the best way to move forward is to create an Organizational Climate Steering Team that will work on many of the recommendations outlined in this report.  This will allow the Library to create the “vibrant and dynamic organizational culture and structure that is supportive of and benefits from diversity and inclusion.”
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