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agenda

INTRODUCTION TO 

RELATIONSHIPS

DISCUSS THREE KEY ELEMENTS 

OF RELATIONSHIP-BUILDING 

IDENTIFY POSSIBLE STRATEGIES & 

TECHNIQUES

BEGIN A PLAN OF 

IMPLEMENTATION

TAKE AWAY SOME FINAL TIPS & 

RESOURCES



This is a safe space. 
Respect each other’s 

ability to share and treat 
that information as 

sacred.



current landscape

• Political tension

• Extreme turnover of municipal clerks

• Strained municipal relationships

• Uneducated, polarized, and/or micromanaging library boards

• Inexperienced library directors
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TONS OF 

RESEARCH

DOZENS OF 

ARTICLES

SAME 

FINDINGS



relationships to consider

Municipal 

Board

Library 

Board

Municipal 

Clerk/Staff

Library 

Director

Library 
Staff

Friends, 
etc.
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“Somebody call 911!”



element 1
ROLE CLARITY



role clarity

• Defined in statute (Chapter 43)

• Common goals, clear roles (Trustee Essentials) 

• Trustee Essentials 1 – The Trustee Job Description

• Trustee Essentials 2 – Who Runs the Library?

➢These guardrails allow you to set shared expectations with the goal of partnership, 
collaboration, clear division of duties.

TOOLS: Guidelines to Roles & Responsibilities in Wisconsin’s Public Libraries

Board Matrix
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https://docs.legis.wisconsin.gov/statutes/statutes/43/58
https://dpi.wi.gov/sites/default/files/imce/libraries/Publib/Gov-Admin/2020TrusteeEssentials.pdf
https://dpi.wi.gov/sites/default/files/imce/libraries/Publib/Gov-Admin/Roles_Responsibilities.pdf


municipality
• Establishes a public library under Ch. 43

• Provides the library facility

• Appoints a board of library trustees

• Carries all liability and legal risk

• Funds and supports the library

• Acts as custodian of all non-gifted library 
funds

• Administers library payroll and provides 
benefits for library staff

library board
• Governs the library

• Has exclusive control over library expenditures, 
buildings, and property

• Determines library policy

• Hires and supervises the library director

• Sets duties and compensation of library staff

roles of the municipality and library board
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why have library boards in the first place?

• Citizen control isolates library operations from political pressure.

• Ensures that the library collection is developed independently of any political 
viewpoint.

• Guarantees that the library is governed by the same people the library serves–
the public.
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municipal clerk
• Has care and custody of the corporate seal, 

all paper & records held by the municipality

• Attends all municipal meetings and keeps full 
records of all municipal proceedings

• Maintains all records: ordinances, rules, 
bylaws, resolutions, regulations, licenses, 
commissions, permits, bonds, appointments, 
oaths, affirmations, etc.

• Draws up and signs all orders upon the 
treasury; makes and delivers the tax roll

• Oversees all aspects of elections and polling

• May act as HR contact, especially in smaller 
communities

library director
• Manages daily operations of the library as 

prescribed by the library board

• Informs and supports the library board in all 
maters involving the library itself, library service, 
and their role in serving the community

• Maintains, updates, and promotes the library’s 
mission, vision, and strategic plan

• Hires and directs the activities of all library staff

• Maintains positive relationships with a wide 
variety of stakeholders

roles of the municipal clerk and library director
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when thinking about all these relationships…

• Your municipality: May not have direct control over library funds but they have 
enormous influence on the library. They collect taxes and are beholden to taxpayers, 
and they carry a lot of liability and risk on behalf of the library.

• Your library board: Is your boss, but trustees look to you for guidance and education. 
They may– and should– be your best advocates, but they need enough training to 
feel confident in themselves when speaking up. 

• Your municipal clerk: Should be an excellent resource for things like open meetings 
law, public records best practices, and HR issues, but could be very overwhelmed.

➢ It is in your best interest to consistently and calmly reinforce the clarity of roles and 
boundaries to prevent scope creep and promote understanding at all levels.
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a little girl and her father 
were crossing a bridge…



element 2
TRUST



TRUST FLOWS THROUGH POWER

• The foundation of great leadership.

• Gives you the power to get things done.

TRUST IS THE OPPOSITE OF FEAR

• Mistrust breeds fear, disengagement, lack of loyalty, diminished returns.

• Trust promises guidance and support without fear.

TRUST LEADS TO BREAKTHROUGHS

• People feel empowered to share their ideas and opinions.

• Plays important role when trying to implement change and improve 
performance.

• Mistakes are viewed as learning opportunities.

From Merriam-
Webster

Trust: firm belief 
in the character, 
ability, strength, 
or truth of 
someone or 
something.

the basis of every good relationship is TRUST
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your relationship with the library board

• Be open and proactive

• Educate and make attempts to truly inform

• Explain your rationale

• Make them look good

• No surprises

• Invite feedback
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your relationship with the municipality

• You are members of the same team

• Step away from an adversarial mindset

➢We’re better together!

• Remember: they may be new to the role or the task

• Strive to make their jobs easier, not harder
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green and clean



element 3

ENGAGEMENT



stakeholder engagement is the 
process of developing and 

maintaining relationships with 
stakeholders



TRUSTEES ONLY SPOKEN TO DURING MEETINGS ARE FAR LESS 
ENGAGED

• Onboard trustees with orientation and annual calendar

• Consider 1:1s and/or check-ins

• Create value between meetings

• Invite them to share their expertise

• Celebrate when possible

• Make their service meaningful for them

• Incorporate board evaluation and trustee self-assessment

• Consider offboarding departing trustees with an exit interview

➢ You can track activities on the Strong & Energized Boards Worksheet

Recruit

Onboard

Act

Evaluate

your relationship with the library board

Rachel Arndt Consulting, Inc.
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your relationship with the municipality

• Municipal staff/boards only spoken to during meetings are also less engaged

• Consider 1:1s with them too

• Invite them to share their expertise

• Seek to understand their position and what is important to them

• Get to know, acknowledge, and deliver on their expectations of the library

• Show you understand their concerns and their perspective
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what if things are already bad?

• Meet expectations; look for opportunities to work 
together

• Address issues head on; take responsibility if you 
were wrong

• Find common ground; be patient and empathetic

• Play dramatically against type (opposite of 
expectations)

• Remember: you are the executor of the library 
board’s will

https://hbr.org/2015/09/you-really-can-change-your-reputation-at-work 24

https://hbr.org/2015/09/you-really-can-change-your-reputation-at-work


strategies & 
techniques



Individual ➢ Address the behavior

Structural

➢ Adopt systems, 
processes, or 
procedures

Cultural

➢ Establish expectations 
for group behaviors 
(norms)

Problems
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four steps to effective stakeholder management

1. Identify who your stakeholders are.

2. Understand who has the most influence.

3. Share and deliver on expectations.

4. Show you understand their concerns. 
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interest of stakeholders

HIGH INFLUENCE, LOW INTEREST

meet their needs

keep satisfied

HIGH INFLUENCE, HIGH INTEREST

key player

engage closely

LOW INFLUENCE, LOW INTEREST

least important

minimal effort

LOW INFLUENCE, HIGH INTEREST

show consideration

keep informed
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https://pmp-practitioners.com/project-management-basics-stakeholder-management/
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https://pmp-practitioners.com/project-management-basics-stakeholder-management/




market yourself

• Create your own brand

o Build trust

o Show interest in others

o Work hard

o Focus on giving

• Reflect on the “you” in the relationship

Costly Mistakes–

• Failing to be consistent

• Failing to admit mistakes

• Not being reliable

• Not being careful about 
what you say
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implementation
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relationship goals

• STAKEHOLDER MAP (KEY)

• STAKEHOLDER MAP 
(WORKSHEET)

• RELATIONSHIP MANAGEMENT 
PLAN

• SMART RELATIONSHIP GOALS
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final tips & takeaways

• ROLE CLARITY is the foundation of a good working relationship and should be reviewed early and 
often as a reset.

• Open, frequent, and regular communication builds TRUST, which is essential to any good relationship.

• ENGAGEMENT strengthens commitment to the library and to the director, which will strengthen 
your relationships with all stakeholders.

• Keep thinking about how these relationship dynamics would play out in relationships more familiar to 
you (spouse/partner, roommate, child)

• Focus on the “you” in the relationship

• Put structures in place before they are needed (deal with issues before they become problems)

• Look for ways to create stakeholder buy-in without singling yourself out 

• In the workplace: give of yourself, but never give anonymously
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my mantra for all new library directors…



some great re/sources

• https://www.inc.com/jeff-haden/how-to-
establish-a-great-relationship-with-your-
board.html 

• https://startupguide.hbs.edu/people/board-
advisors/5-mistakes-founders-make-with-their-
boards-and-how-to-avoid-them/

• https://successfulnonprofits.com/board-
relationships/ 

• https://www.linkedin.com/pulse/tips-building-
managing-effective-relationship-your-natasha 

• https://orrgroup.com/five-steps-to-leverage-the-
board-you-already-have/ 

• https://situational.com/blog/five-reasons-why-
trust-matters-at-work/   

• Trustee Essentials (DPI)

• Guidelines to Roles & Responsibilities (DPI) 

• Your System Staff

• Teresa Schmidt, teresa.Schmidt@dpi.wi.gov

• Evaluating Board Effectiveness (Mid-Hudson 
Library System)

• Individual Trustee Report Card (Mid-Hudson 
Library System)

• Building a Culture of Learning for Library Boards
(Webinar, State Library of Iowa, via WebJunction)

• Managing Your Relationship with Your Boss
(James LaRue – MyLiBlog; just one of an 8-part 
series) 35

https://www.inc.com/jeff-haden/how-to-establish-a-great-relationship-with-your-board.html
https://startupguide.hbs.edu/people/board-advisors/5-mistakes-founders-make-with-their-boards-and-how-to-avoid-them/
https://successfulnonprofits.com/board-relationships/
https://www.linkedin.com/pulse/tips-building-managing-effective-relationship-your-natasha
https://orrgroup.com/five-steps-to-leverage-the-board-you-already-have/
https://situational.com/blog/five-reasons-why-trust-matters-at-work/
https://dpi.wi.gov/sites/default/files/imce/libraries/Publib/Gov-Admin/2020TrusteeEssentials.pdf
https://dpi.wi.gov/sites/default/files/imce/libraries/Publib/Gov-Admin/Roles_Responsibilities.pdf
mailto:teresa.Schmidt@dpi.wi.gov
https://midhudson.org/topics/trustees/atb-evaluating-the-library-2/
https://midhudson.org/wp-content/uploads/2012/08/MK_Trustee_Focus_Individual_Trustee_Report_card_2.pdf
https://www.webjunction.org/events/webjunction/culture-of-learning-library-boards.html
https://jaslarue.blogspot.com/2019/09/managing-your-relationship-with-your.ht


thank you

SHANNON SCHULTZ

608-246-7975

sschultz@scls.info

www.scls.info


