
 

Minutes of Community Engagement Committee  

Meeting held Wednesday, November 2, 2016 – 5:00 PM  

Delahaye Room, Central Branch  

Committee Members Present:  Annie Peace-Fast (Chair), Julia Bryan, Jane Neil, Councillor 

Jim Neill, Claudette Richardson, Somnath Sinha, Patricia Enright (Chief Librarian/Chief 

Executive Officer, ex-officio, non-voting member)  

Regrets: Mary Glenn (Recording Secretary); Monica Stewart 

Others Present:  Emma Sobel (Queen’s) by invitation 

One member of the public attended the meeting 

1. Approval of Agenda  

The meeting was called to order at 5:05 PM. The agenda was approved as distributed with 

a change to the numbering of items:  #4 was changed to #3.3.  

2. Approval of Minutes of Meeting held October 5, 2016  

It was moved by C. Richardson, seconded by S. Sinha and carried that the minutes of the 

October 5, 2016 meeting be approved with the following change: that the meeting was 

adjourned on a motion by J. Neil.  

3. Business Arising from the Minutes 

3.1  Guiding Principles and Values 

The guiding principles and values were distributed. 

3.2   Engagement Process and Assessment (draft KFPL Consultation Toolkit) 

revisions:  adapting the model to a library situation 

A. Peace-Fast noted that Jane Neil had added current activities/practices into the matrix. 

This document was distributed. 

A. Peace-Fast distributed a document that combined Empowering (#5) into #4. She noted 

that she was not sure how to use the empowered piece as under the Public Libraries Act the 

Library Board is legally responsible for the library. J. Bryan said that this is based on the City 

of Calgary’s community engagement matrix and that the City would have the same burden 

of proof as the Library Board.   
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Jane Neil noted that the School Board on which she served, the process of community 

engagement took over ten years to develop. The School Board started with “inform” and 

moved to a position of trust. The School Board brought citizens alongside to inform them 

and to be part of the decision-making process. The School Board did not have to be 

defensive about their decisions. It was more enjoyable serving on the School Board. 

Jim Neill said that the City has established a variety of groups but ultimately, under the 

Municipal Act, Council is responsible. The Kingston Environmental Advisory Forum (KEAF) 

is a group with community and technical volunteers that makes recommendations to 

Council. It’s not out of the question to have such a group and maintain Carver. 

A. Peace-Fast said that we may set up expectations within the community that they’re 

making the decisions. Jane Neil noted that it was a ten-year process. KFPL already uses 

engagement but one can’t go suddenly from here to up here. We must look at how to 

manage, and afford to shift up on the spectrum.  At some point KFPL will get there but start 

by moving to the next one on the spectrum.  Jim Neill said that it is context-based and some 

things don’t have to get to “Empower” stage. 

Jane Neil said that the Board will have to check legal requirements.  The Board makes 

decisions and gets some feedback but responds saying that it can’t because of this, this and 

this. We’re not operating in a silo. 

J. Bryan noted that Board is committing to making decisions within a framework.   

“Empower” may be rare and extraordinary. The Board is moving to a culture where 

engagement is important. Jim Neill noted that if, for example, a group brings forward a 

report that a branch should be open more hours, we may have to say no because they may 

not be aware of the wider, system context.  Jane Neil noted that the Board wants to avoid 

setting up expectations that can’t be met. 

C. Richardson asked if there are particular people in the group involved in that school 

board’s empowered group.  Jane Neil said that it was school councils and other parents. 

She said that every two years the topic of school vacations was discussed. It caused 

immense disgruntlement. The community committee was empowered to come up with 

recommendations. The committee members now had a better understanding of all the 

issues around the timing and length of school vacations. 

C. Richardson said that it seemed that that Board doesn’t care and is abdicating their 

responsibilities.  E. Sobel said that it is a shift from guardians to stewards. The Board was 

taking the opinions of stakeholders in account. C. Richardson said that isn’t empowerment 

but more a question of red boots or blue boots if it’s raining. E. Sobel replied that the Board 

is saying that we understand that you’re adults who understand that there are factors that 

have to be considered and that we’re providing access to that knowledge. 
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A. Peace-Fast asked, are we setting up expectations? It was pointed out that the spectrum 

was adopted as the model by a motion of this committee so the five-point spectrum will 

stand as the committee’s recommendation. We must be careful to communicate that it is a 

spectrum and that the Board is not turning over decision-making. 

S. Sinha asked how the City deals with public engagement. Jim Neill noted that the City is in 

the throes of coming up with a policy. Some departments have embraced the model but it is 

in a work in progress and not always implemented as it should be. A culture shift is required. 

S. Sinha asked about resources and the budget. Jim Neill noted that some consultation is 

legislated, for example, planning. S. Sinha noted that if we’re sliding forward on the 

spectrum where are the resources coming from? Are we adding more to the CEO’s 

responsibilities under Carver? Who will be responsible for the process and who is taking 

ownership? 

A. Peace-Fast said that the Library Board could do the assessment piece. Jane Neil said 

that she has concerns when it is said that it may not work. The Library Board has developed 

Terms of Reference for this committee, committing itself to the development of a community 

engagement process. It may be a challenge that it’s only at the top level. The job is to 

ensure that the shifting up to the next level is funded and that it is understood that it is 

putting more on the management team. She noted that it is a good process but over- 

engineered. She suggested that over time the engagement with the wider community will 

eventually shift up. For example, the development of the Code of Conduct will require 

engagement at “Involve” and “Collaborate”. 

E. Sobel said that it is a matrix to determine when we engage. It’s about developing capacity 

and a methodology to ensure that it is done right. Let’s deal with complaints up front and get 

ideas from the community. If there is a difficult decision to be made, the Board is building its 

capacity to get where it needs to be. 

Jim Neill said that Carver doesn’t encourage standing committees. Specific goal-centred 

working groups can be established with an end date. The working group would then report 

back to the Board.  A. Peace-Fast suggested that the Board could do the assessment at the 

Committee of the Whole meetings. An ad-hoc committee could be established and could 

work with staff to develop the plan for engagement. The Board could participate in public 

meetings but doesn’t have the skills to run groups, develop surveys. 

Jane Neil noted that the Library is already doing community engagement, but based on 

what? This is an opportunity to formalize it. C. Richardson said best practices should be 

followed. Jane Neil suggested that a team could work on the Code of Conduct and that they 

would make recommendations to the Board. It would not be wholly given to the CEO – the 

work could be shared. 
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J. Bryan noted that the CEO doesn’t make decisions on policy documents but they are 

prepared by staff. The current Governance model does not include engagement as a value. 

Policies are being crafted by staff. The Board has committed to be forward-thinking.   

S. Sinha asked about Calgary’s code of conduct.  J. Bryan noted that Calgary’s is one of 

several reviewed by Libraries are for Everyone group. Is there background information in 

Staff reports? They did not see the report. She suggested it would be a good idea that 

background information and any consultation be noted in a report. 

A. Peace-Fast noted funding for community linkages is in the budget. S. Sinha said that staff 

will have to do it and have to get better at it. J. Bryan suggested that there should be the 

same level of consultation for building projects. 

S. Sinha said that the Board turns over as members leave and others are appointed [four 

year terms]. J. Bryan and E. Sobel said that is why the Board should have a policy to codify 

engagement. The Board commits to setting a framework for engagement and to ensuring 

consistency. The Board relies on the staff’s judgement and knowledge to determine the 

level of engagement. The staff are currently doing it but not in a standard way. 

3.3 Discussion regarding using sample policies to test the proposed 

Engagement Process and Assessment 

Asked about initial responses, J. Bryan said that she reviewed the four chosen policies and 

thought that they fell into “inform/consult” on the spectrum. A. Peace-Fast suggested that 

the committee look at two sections of the “Impact Assessment chart”: internal impact and 

duration.  J. Bryan suggested that the assessment may be routine,  i.e., update is required 

by legislation. 

A. Peace-Fast suggested that in looking at the accessibility policy that it might land under 

“Consult”.  Do we consult on the language? J. Bryan agreed and suggested the accessibility 

policy might be vetted through community groups/individuals as a guiding principle. A. 

Peace-Fast suggested that, for example, we could get a contact person at an organization 

to be a regular reviewer. 

Jim Neill sits on the Municipal Accessibility Advisory committee and noted that it is important 

to be vigilant. An organization may meet legislative requirements but still have an Ontario 

Human Rights Commission complaint. C. Richardson noted that the Calvin Park Building 

Committee worked with the MAAC (Municipal Accessibility Advisory Committee) on the 

building design. J. Bryan noted that if it is not codified, it may not do the same in another 

instance. 

A. Peace-Fast asked if there were any concerns about the Complexity assessment chart. A. 

Peace-Fast said that it makes sense related to library work. Do we need a degree of 

complexity? J. Bryan suggested that it be combined.  A. Peace-Fast suggested low, 

medium, high with low meaning fewer. 
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J. Bryan suggested that the CEO could oversee engagement assessment up to a certain 

point.   Any decision requiring “empowering” level might need Board approval. There could 

be tiers of approval.   

It was suggested that “Inform” level could be managers’ responsibility. The CEO would sign 

off if higher complexity. There would be tiers of control and responsibility. Who can delegate 

funds? How do they spend based on the library decision tree?  “Empower” which is high 

cost/high impact/high complexity could go to the Board for approval. Managers would 

complete the assessment 

Discussion re application of Public Engagement criteria Checklist: 

S. Sinha said it’s comparative. Look at comparative terms and if doesn’t belong, what do we 

do?  A. Peace-Fast asked the committee: what are the steps, what makes sense? 

J. Bryan suggested a check list with low, medium, high or yes/no or a scale. It’s a thought 

exercise and not meant to be prescriptive. Jane Neil noted that everything will be a yes. 

Trying to do something will have an impact. What is the reasoning? It doesn’t help with more 

formal numbering. 

A. Peace-Fast noted that if it is a policy that the Board is developing, then the Board does 

the work. J. Bryan suggested that it be framed differently. If pick yes, then it means 

consulting. The Code of Conduct is high impact on public and staff. 

C. Richardson suggested that they go through the process. S. Sinha asked whether the 

check list would be released to public. A. Peace-Fast suggested that staff look at it and its 

applicability because they may have a different perspective. J. Bryan said that changing a 

program would be a check.  

A. Peace-Fast suggested that responses to the criteria list be weighted rather than yes/no. 

J. Bryan wondered if we send to staff to go through. S. Sinha suggested three people, 

including a union representative. J. Bryan said that staff engagement is part of process. It is 

up to managers’ discretion. It’s about building a culture of engagement. A. Peace-Fast said 

that the Board must model the behaviour to create that culture change. 

Discussion re the Impact and Complexity Assessment charts: 

In the Impact chart – duration has little meaning in our context. As it is, the Internal impact 

definition doesn’t work, as branches aren’t the same as departments as referred to on the 

chart. J. Bryan noted that it is not library language.  C. Richardson and Jim Neill thought 

complexity worked. A. Peace-Fast asked about staff groups. J. Bryan suggested system-

wide. E. Sobel noted that we might want to include community. J. Bryan suggested 

unit/branch; multiple units or all branches as a way to define different levels. J. Bryan asked 

what if the one branch is the Central Branch. Highest rank would be system-wide while 

lowest would be one branch. C. Richardson noted that it would be an issue if only talking 
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about one thing. J. Bryan noted that C. Richardson is right as other factors would impact. 

Jim Neill noted that Central is a branch for circulation but also has IT department, for 

example, that qualifies as a unit. No final definitions reached. 

Re reporting to the Board: 

J. Bryan suggested that in the board policy that the steps form the preamble. It is written in a 

prescriptive way but does not have to be. A. Peace-Fast suggested that the operations 

language be taken out. J. Bryan suggested more policy preamble to sell it back to staff. 

Jane Neil noted that it needs the rationale. 

A. Peace-Fast said that the committee will need to report back to the Board with background 

and rationale. 

Jim Neill said that we have to embrace public engagement and want to move from 

“inform/consult” to “involve/collaborate” and, occasionally, “empower”. Let the community 

have more say. 

J. Bryan noted that staff would be deciding by running through the matrix.  The Board 

models the behaviour with a goal of moving further on the spectrum. Jim Neill noted that at 

the City there is some frustration when residents do not see their input reflected in the final 

report.  They want to see their fingerprints. Jane Neil noted that they also have to see the 

fingerprints of other community members. 

Next steps: 

C. Richardson and A. Peace-Fast will work to update the document and revise to fit the 

library following this discussion. 

J. Bryan suggested that the Board be asked to revise the governance documents to add 

community engagement as a value. The executive limitations and governing style should 

also be updated. A. Peace-Fast suggested that this is covered in the linkages section of the 

board members job description and that that section could be expanded to include 

engagement. J. Bryan suggested that it needs to be revisited and that the language needs 

to entrench community engagement in the Board culture. 

4.  Other Business  

There was no other business. 

5. Adjournment  

The meeting adjourned at  6:35 PM.   

6. Next Meeting  

Wednesday, November 30 (Loyalist Room, City Hall)  

Monday, December 5 (Loyalist Room, City Hall) [changed from Wed. Dec. 7th] 


