"Empowering the Public: Management Development Implications of Further Public Services Reforms in Personalising Services, and Applying New Management Tools to Create Public Value"
2008 EFMD Conference on Public Sector Management Development
29-30 May 2008.  Irish Management Institute, Dublin, Ireland

http://www.efmd.org
Innovation in youth services

The Quality Leaders Project (Youth) empowers young people

By

Durrani, Shiraz; Smallwood, Elizabeth; Richens, Hannah; Lusted, Catherine
1Abstract


3PART 1:   Personalisation and public value


8PART 2:  The Quality Leaders Project (Youth) approach 


17PART 3:  QLP-Y in Barnet


24PART 4:  Conclusion:  meeting the challenges of change and innovation




Abstract

The paper examines the Quality Leaders Project-Youth (QLP-Y) from theoretical and practical aspects: (1) as an innovative model that deals with management development in reforming services to make them more personal and relevant so as to create better public value (2) its application in Barnet. 

Public libraries face major challenges in meeting the needs of young people.  The Reading Agency 
sees the need for “nothing less than a fundamental change in focus for libraries”. That is precisely what QLP-Y aims for.  Its central tenet is “management development through service development”.  It addresses “social exclusion of young people from libraries and other services, through developing partnership between library services, youth services and community groups”. 

QLP-Y demands shifts in thinking and requires acting outside local government boxes.  A key aspect of QLP-Y is the need for sustainable and sustained change at various levels - organisational, managerial, cultural, policies and practices, all of which require political support at local and national levels.  Such change requires innovation. This paper examines innovation as it applies to the information sector and as developed by the QLP-Y model.  

The challenges of change are not easy to meet.  Historical imbalance in services to young people is compounded by a lack of strategic approach to address the imbalance.  This results in what a QLP-Y participant describes as a “youth shaped hole in most of our libraries”. 
 

Securing the Future, the UK Government’s strategy for sustainable development, refers to the “4 Es” as a way of securing change: Enable, Engage, Exemplify and Encourage, an approach which is exemplified by the QLP model.  What makes QLP-Y different from many other similar initiatives, however, is the link between the development of services and the development of staff.  It supports initiatives which young people themselves want and need.  These are done not simply to improve services to young people, but also as a tool to develop key leadership skills among staff. It is the development of such skills through the development of personalised services, in partnership with a specific client group, that makes QLP such a unique model. 

The paper looks at the broader policy and strategic aspects and then takes an in-depth look at the process of change in Barnet.  It explains the QLP-Y approach to staff and service development for young people within the context of the national policy framework, both from library and youth services aspects. It then explores the dynamics of change in Barnet from experiences in both aspects (management and service development) from an active participant in the change process providing examples of how young people have been empowered. This is then put in Barnet’s organisational context from a management and strategic perspective.

The paper concludes by assessing the Project as a model to address management development. It explains the proposed research outcomes of the project: a conference on sustainable innovation in local authorities; the publishing of the QLP Manual which will document and analyse the experience of QLP.  Thus the paper moves full circle from the need for a new model and the implications therein, to personalising services, application of the management tools contained within the model, back to how to deal with the management implications in the application of the QLP model in order to achieve better public value.
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PART 1:   Personalisation and public value
Recent public service reforms, arising from the UK Government’s vision for citizen-centred and responsive public services which empower and involve citizens, require local authorities to consider closely two linked issues: the personalisation of services and the creation of public value. Creating truly personalised services through which public value is enhanced has a number of management development implications. However, before considering the management development implications of such, it is probably helpful to consider both the issue of personalised services and of public value in order to arrive at a working definition for the purposes of this paper.

Personalisation is not a new idea. It is a concept that has been used for many years by the private sector, some areas of which have been very visibly increasing the personalisation of their services for the past ten years or more. However, it is only in recent times that the concept of personalisation has been applied to public services. Initial forays into personalisation of public services tended to focus on, for example, choice of service provider. However, true personalisation must move beyond mere choice in service providers to involvement by citizens in the design of the service itself. This type of personalisation is likely to require a fundamental shift in the way that services are delivered but carries with it potentially significant rewards. This paper will focus on personalisation as a means of enabling the individual to be involved in the delivery of a service by helping to shape the way it is designed and delivered. It is our belief that traditionally hard-to-reach groups may be engaged more fully through this approach as they are more likely to see personalised services as relevant and meaningful. Personalisation of this type is closely interwoven with the concept of public value.

Public value is a term that has been around for some time but it is also a term that can cause some confusion, as there is no one “universally” accepted definition. Work Foundation research published in late 2006 found that there are a number of different ways in which people approach the subject of public value. However, the research goes on to note that, despite the different approaches, there is a common theme: 

“public value is what the public values and it is the role of public managers to help determine, through processes of deliberation and public engagement, what social outcomes are desirable.”

Public value, therefore, is a distinctive kind of value created through public funding that requires public managers to interact with the public to design, plan, provide and evaluate service provision to ensure that services are responsive to citizens’ needs.  In other words a personalised approach to service delivery is required. This requires citizens to be placed at the centre of the decision-making process so that that public resources best serve the public’s needs and not the particular interest of the public sector managers, professionals working within the public sector or any one particular group of citizens.
 Even well meaning professionals within the public sector may make incorrect decisions as a result of assumed, rather than actual, knowledge about the public’s needs, with the potentially dire consequences that may contribute to a perception that public services are losing their democratic legitimacy.

Thus, this paper defines services offering public value as those services that seek out ways in which they can better engage and discuss with the public about outcomes citizens want from them and, in so doing, create services that respond to the real needs of citizens. Working with citizens in the design and delivery of such services makes services more “personal” and is likely to lead to a greater perception of value. Ultimately, public sector managers need to move from infrequent satisfaction-based consultation to frequent conversation with citizens in order to achieve the personalised service demanded by public value.

It can be seen, then, that the two concepts of personalise service and public value are inextricably linked. However, in delivering personalised services, staff require a skill set they may not possess and that they may find hard to develop especially as their managers themselves may not possess the necessary skills and their professional training is likely not to have addressed them. This is particularly an issue in the public library field as public library staff still spend a large part of their professional training developing “traditional” library skills such as cataloguing etc. Whilst such traditional skills continue to be valued by certain library services, technology renders some of them increasingly less important, and many training courses have not developed, or have not developed to a full enough extent, training in those additional, and increasingly more important, skills that are now needed by modern public library staff i.e. engaging with hard to reach groups; developing personalised services; understanding the changing context of local authority service etc. Moreover, it is increasingly the case that staff working as librarians in public libraries do not have professional library qualifications, many local authorities now preferring to focus on what they perceive as more relevant qualities such as customer service experience or teaching experience. Thus one may question the importance of a “traditional” professional education in addressing this skills deficit.

Following the Leitch Review
 employers are urged to “get the system to deliver for them” to ensure that the education system delivers what they need and a move to a skills system that gives employers “the strongest possible voice” is now seen as imperative.
 Might the decision of certain library authorities not to focus on professional library qualifications when recruiting library staff then suggest those library authorities view “traditional” courses as increasingly irrelevant, possibly perceiving that they do not sufficiently address the management development issues necessary for modern public library staff? Certainly, Rob Froud, Head of Cultural Services at Somerset County Council, suggests that in the longer term it is likely that even at Head of Service level, professional library qualifications will be the exception.

Additionally, there is much made of the “crisis of leadership” facing the cultural/library sector. The response of the Museum, Libraries and Archives Council (MLA) and the Department for Culture, Media and Sport (DCMS) to this crisis has been to invest in leadership skills, albeit at non-frontline level. However, as Robert Hewison asks, in his 2006 Demos pamphlet, “What’s the point of investing in cultural leadership if cultural institutions remain unchanged?”
 In other words, the issue of library services delivering public value is a huge one demanding a sea-change in approach: not only do public libraries need new and specific skills to ensure personalised services but the public library service nationally needs a new approach if it is to deliver public value. Additional challenges in creating personalised library services for young people are exacerbated by the recent loss of the Public Library Service Standards (PLSS) and the new National Indicator for public libraries. Although satisfaction standards cannot, in themselves, be the basis for personalised services, the loss of the PLSS satisfaction standard for people under the age of 16 and the replacement of the PLSS with one national indicator for public libraries which focuses solely on adult use of libraries, is a blow to those who have argued for young people to be high on the public library agenda. The lack of mention of young people in the sole national indicator for public libraries may lead to arguments for a closer focus on adult library services, to the detriment of a key client group. The lack of a strong national framework for public library service delivery compounds the challenge of formulating a new approach. 

Public libraries, with their crisis of leadership, loss of national service standards, the lack of national framework and the introduction of a very narrow national indicator are in real danger of stagnating. There is a clear need for an innovative approach to the creation of library services with and for young people. But what is innovation and how does it apply to the information sector? Cullen sees innovation as an idea that can be put into action:

“Innovation is not the same thing as creativity. Anyone can have a good idea, but it is only a good idea if it is widely acknowledged as being an idea that can be put into action by others. Creativity cannot be considered part of innovation if it does not offer real value to those who might use it.”

and a concept that has much wider ownership than it has previously:

“There is strong evidence, both in the world of real business and in academic research, that we are moving into something of a new age where innovation is not the property of ‘departments of research and creativity’, but is a source of continuous and constant renewal that is the property and concern of everyone involved in it.”

It has been suggested that for library and information workers, the need for a “strong communicative ability” has increased “more than that for any other set of skills or competencies.”

The movement of innovation from a “specialist” concern into the mainstream together with a raft of public services reforms, means that innovation, as a means of service renewal and development, is the proper concern of library and information staff. However, in the creation of services for and with youth in the public library sector, innovative practice needs to link with wider key agendas for youth e.g. Aiming High for Young People
 and Children’s Plan’s
 2020 goals. Additionally, the new Comprehensive Area Assessments will need to demonstrate that they are focusing on issues important to local communities and this must include issues relating to young people in the entire local authority sector if public money is to be used equitably. Thus, despite the lack of a national indicator relating to public libraries and young people, there is a clear policy imperative for public libraries to address the needs of young people.

Clearly, then, there is a need for the development of skills to enable library staff to work innovatively, in ways more relevant to the creation of public value and new management approaches are needed to deliver this necessary development. The Quality Leaders Project (Youth) (QLP-Y) is one such approach, allowing local authorities to develop staff as reflective practitioners within their local context. The QLP-Y by-line – “management development through service development” – neatly encapsulates its ethos: by developing services staff will develop the key managerial skills necessary to take forward a more personalised approach to public service delivery, in keeping with the ethos of recent public services reforms. 

The Project recognises that local government is changing rapidly and that the new duty to involve must include young people if the Government aims for the empowerment of young people are to be realised and the Every Child Matters outcomes are to be achieved. Creating public value via the development of personalised services cannot exclude young people yet the combination of working in a new way to deliver more personalised library services, with a client group that has been seen, traditionally, as difficult to engage with presents a number of challenges, not least in developing a confidence with a new way of working. The aim of the Project, therefore, is to address the need for working creatively with young people in a library environment in the development of personalised services. The Project encourages participating staff to develop relationships with staff in other local authority departments/local services e.g. youth services and community groups in order that the library service becomes less “inward looking” and works in a more cross-cutting way to create opportunities for young people to participate in society and to develop their creativity, reading and life skills by working in close partnership with young people. The Project thus helps libraries to play their part in delivering one of the Children’s Plan 2020 goals: 

All young people participating in positive activities to develop personal and social skills, promote well being and reduce behaviour that puts them at risk.

Involving young people in the design of library services also responds to the Aiming High for young people agenda which aims to promote the empowerment of young people; improve youth facilities; improve partnership and collaboration among service and across sectors. A long-term aspiration of Aiming High for young people is that by 2018, young people can actively shape decisions on 25% of local authorities’ budgets for positive activities. By working in collaboration with young people and across service sectors, library staff can ensure that public libraries play their part in meeting the long-term aspirations of Aiming High for young people.

The Project takes a middle route between a solely academic approach and solely work-based learning approach. It makes connections between practitioners and academicians, giving participants access to the latest research and encouraging the development of a wider view. As The Guardian supplement Public suggests (May 2008) there should be a strong link between universities and the public sector as universities, as part of the public sector, should be well-placed to provide what its colleagues in other parts of that sector need.
 However, it goes on to suggest that there is a problem in that neither the public sector nor universities have clearly identified the skills that will be needed to deliver public services in the future and there is a consequent gap in academic provision in developing the necessary skills that employers need.

The QLP-Y Project seeks to bridge this gap, bringing together the work of London Metropolitan University’s Management Research Centre, its information management staff and collaboration with employers. The approach is very much one of co-delivery with the university supporting both the participating member of staff and the participating mentors and sponsors; the mentors and sponsors work with the participating member of staff; the member of staff forges new working relationships with staff in their own department as well as other departments as part of a cross-cutting approach and the authority works much more closely with young people themselves.

Recognising the importance that an academic framework can play in developing staff as reflective practitioners, QLP-Y employs an academic approach alongside a work-based learning approach. Indeed, an MA module, delivered by London Metropolitan University and entitled Innovation and Development in Information Services was developed specifically for project participants following discussion with them about their learning needs. This addressed a real gap in knowledge and this is now an MA module available to all London Metropolitan University students studying for the MA in Information Services Management.  There are currently proposals to develop this into an accredited short course. The academic approach provides the space and time necessary for innovative thinking, reflection, discussion and exchange of ideas, often missing from a busy, under-funded workplace. This approach provides a context and framework for changed ways of working within the public sector and encourages a positive approach to changed ways of working, with the result that staff feel confident in taking a new approach to service delivery. As Moore, talking about public value as long ago as 1995 notes: 

“As people begin to use a different language to describe what they do, they tend to change what they see and do.”

The academic framework that forms part of QLP-Y provides participants with confidence to use this new language and to take forward changed ways of working on the “frontline”, traditionally the most difficult area in which to introduce and embed change in the public library sector.

However, important as the academic approach is, QLP-Y does not rely solely on academic training but places the onus on the local authority to work with staff to develop skills around project management, financial management and consultation all within a wider framework of personalised services, utilising skills already existing within the authority as well as the skills delivered by academic training. The participating authorities are supported by London Metropolitan University. The result is that staff develop the skills necessary to deliver personalised services, working with citizens to put into place services that are shaped by them. 

PART 2:  The Quality Leaders Project (Youth) approach 

The Quality Leaders Project – Youth (QLP-Y) is a complex model which takes on board a number of areas of development: it provides new skills XE "Skills"  and experiences to library and youth service staff in ways which the traditional professional or management courses do not provide; it develops proposals for new services which meet the real needs of young people who are empowered to decide what services they need; it then goes on to implement the proposals.  It does all this using a partnership XE "Partnership"  approach bringing together relevant Council departments as well as many community and voluntary groups. The early stages of the Project are covered in Durrani (2005).
 
The “management development through service development” approach

One of the key aspects that the Quality Leaders Project – Youth (QLP-Y) addresses is the need for change – organisational, managerial and cultural.  These require related changes in policies and practices.  Organisational and social change is a complex process.  The context and the need for change were highlighted by the Prime Minister: 

The global economy is changing at an unprecedented rate presenting profound challenges to all national economies. The twin trends of globalisation and technological change are continually reshaping the environment in which businesses operate. 

The key propositions of the QLP approach are that the meeting of unrecognised or under-recognised needs requires new or enhanced services, and new and enhanced services require new skills and know-how (including new management know-how).  Thus the programme is one of “management development through service development”.

A fundamental aspect of QLP-Y is the development of staff skills and experiences.  Each authority releases a Quality Leader (QL) for at least two days a week, as well as a diverse team working with the QL. In addition, the authority provides a mentor and a sponsor to support the QL. One of the roles of the mentor is establishing the learning needs of the Quality Leader. The sponsor is generally a senior Council official who provides a high-level support within the authority.  The overall project management and co-ordination is provided by the Project Group (PG), based at the Department of Applied Social Sciences at the London Metropolitan University (DASS). 

During the whole period of the project, the QLs receive theoretical knowledge as well as experience in developing and implementing services.  They are also exposed to senior policy and decision makers.  This helps to develop their self-confidence and awareness of policy work, as well as getting better understanding of local communities and their needs.

QLP-Y is in two phases: the first six-months give specific skills and experiences to the Quality Leaders and their teams.  Areas covered include effective leadership, project management skills, consultation skills, budgeting and planning and preparing service development proposals.  Included also is a module “combating racism/managing equality” as equality is key to a successful service. At the end of six months, participants develop a service development proposal arrived at in active consultation with local young people.

The second phase then implements the service development proposals over an extended period of up to 30 months.  It is noteworthy that the project is not funded from the mainstream Local Authority funds of library and youth services, although they contribute in kind, mainly in terms of release time of their staff and contributions of mentors and sponsors.  The first phase was funded by the National Youth Service’s Partners in Innovation programme; the second phase, implementation, is funded by the Paul Hamlyn Foundation.

Pitcher and Eastwood-Krah sum up the aims of the Project:
The QLP-Y project aims to address social exclusion of young people from libraries and other services, through developing innovative services responsive to young people’s needs which create opportunities for them to participate in society and to develop their creativity, reading and life skills.  The QLP-Y project was led by a Project Group based at London Metropolitan University, with four participating authorities: Barnet, Haringey, Lincolnshire and Portsmouth.  

Thus the Project provides learning, skills and experience to library and youth service staff to enable them to develop innovative services for young people through intensive consultation and discussion.  Project participants are offered formal academic and informal learning opportunities and support to develop skills for creating and delivering innovative, sustainable services.

The Project addresses social exclusion of young people – particularly marginalised groups - by empowering them to inform policies and strategic direction of services.  It develops innovative services to meet unmet needs in partnership between library and youth services, local service providers and community groups. Young people participate in creative activities decided upon by them.  These enhance their social and life skills and develop reading and learning abilities. 

QLP-Y is based on partnership at various levels.  At one level it includes academic institutions (Department of Applied Social Sciences and the Management Research Centre at London Metropolitan University).  At local authority level, it includes library and youth services as well as other Council Departments such as Education and Social Services; in delivery, it involves local service providers as well as local community groups.  Key to the partnership approach is the active involvement and empowerment of young people themselves. Beyond this, new partnerships are also developed at each participating authority.
Management development

The approach taken is to support the development of Quality Leaders (QLs) as strategic leaders and active agents of organisational change.  For this to be meaningful, they needed to have the confidence that comes from clear awareness of their own contribution to service development and from an active involvement in policy making.  Thus the emphasis was on moving away from purely operational work to a more strategic approach.  The QLP-Y approach takes a multi-dimensional approach, combining a number of learning and developmental opportunities, each reinforcing the other.  Included here are opportunities for “learning while doing” which provide support and experience in putting policies into practice. 

The role of mentor and sponsor in each authority is crucial.  The role of the mentor is to provide the first port of call for the QL within each home authority and to help develop the QLs skills. This is achieved through:

· Providing guidance, coaching and day-to-day support for the QL

· Providing guidance on organizational systems and processes, managing people and teams and practical aspects of the project

· Inspiring the QL through own behaviour (behavioural role-modelling)

· Helping the QL to find practical solutions to any problems which they face

· Guidance on taking up issues with Sponsor and other senior Council officers

This is supplemented by the sponsor whose role is to provide a warrant and authorisation for actions that the QL needs to take, including the setting up of the QLP-Y development team in the authority. The Sponsor therefore is someone in a senior position, such as the Head of the Service Area or someone at directorate level, as there is a need to facilitate across the Directorate, but also with other Directorates. 
The Sponsor lends the project support by advocacy at senior level and ensures that the necessary resources (both financial and human) are available to the project. S/he commits political capital as well as personal time to the project and champions the project and the team working on it. 

At the centre, the Project Group (PG) provides other levels of support.  QLP-Y started by using an action learning approach (i.e. management development through service development).   As the project developed, this approach was supplemented with a number of other formal learning mechanisms. These were developed partly in response to the expressed learning needs of the programme participants and included the following as recorded in Reports to the Paul Hamlyn Foundation who funded this phase: 

Development Days: a total of five development days were held in the implementation phase.  This was in addition to the six held during the initial “project development” phase. The final development day took place on 26th September 2007 and covered the sustainability and exit strategies for participating authorities.  This provided an opportunity for Quality Leaders to do their own presentations on their achievements and challenges, and provided an opportunity for reflective learning. 
QLP Network: QLP-Y provided, through JISCMAIL, an electronic discussion board for use by participants in their action-learning projects. This was designed to facilitate joint problem solving and the adoption of a co-consulting approach within the action learning set but has also been used extensively for the distribution of information and general correspondence.   
Personal Development Planning (PDP): a personal development planning toolkit was introduced into the scheme in response to a request from participants 
University Diploma in Work-Based Learning: the QLP team at the university had previously designed a recognised University Diploma and offered this to the project participants. The Quality Leaders in the Youth strand, did not opt to go for this award. The first cohort of an earlier strand of QLP graduated in December 2007.  
Publishing and editing experience: a number of activities were encouraged and supported by the Project Group as a way of developing skills and give new experience to QLs.  These included the following:
Writing articles and conference papers:  This was a proactive way of providing Quality Leaders with new skills in writing articles and getting them published with active support from the QLP-Y Project Group.  The experience was also expected to increase self-confidence of QLs.  Quality Leaders from three authorities took advantage of this offer.  Their article was published in Public Library Journal.
  Further activities include this conference paper which is another join work involving the PG as well as the QL and Mentor from one participating authority.

Editing QLP News:  QLP news is one of the publications issued by the QLP-Y project and aims to keep participants as well as other interested people and organisations informed about developments in the Project.  Earlier issues (up to No. 4) were edited and prepared by the Project Group. The PG then offered participants the chance to produce publications relating to their QLP work as an added dimension of their development.  All QLs were offered the opportunity to edit one issue of QLP News as a way not only of giving a higher profile to activities in their authority but also to develop publishing and editing skills of Quality Leaders.  Catherine Lusted, the Quality Leader from Barnet edited issue no. 5 (August 2007); No. 6 (February 2008) was the “Portsmouth issue” edited by Dave Percival while Issue No. 7 will be the Haringey issue being edited by Selma Ibrahim. 
Information, Society, & Justice (ISJ): The Department of Applied Social Sciences (DASS) launched a new journal, Information, Society, & Justice in December 2007.  Participants in QLP-Y were offered the opportunity to be active in management and other aspects of the Journal.  Dave Percival, the QL from Portsmouth, has now joined the Editorial Board as Apprentice Book Review Editor while another QL is writing a book review for the second issue of the Journal. 

Research opportunities:  The PG is involved in a number of research activities connected with QLP.  These include a Barnet QLP-Y case study which aims to look deeper into the dynamics of QLP-Y-informed change in Barnet.  The Barnet QL and Mentor are participating in this project. 

Combining academic work with workplace practice

As mentioned earlier, QLP-Y provides academic credits for participants in the form of a Diploma in Work Based Learning.  The Quality Leaders expressed an interest in a short course entitled “Innovation and development in information services” being prepared by the Department.  It was decided, in view of the fact that all QLs had library qualifications and had worked in libraries for some years, that a Masters level free-standing Module carrying 20 credits would be more beneficial.  The new MA-level module in “Innovation & Development in Information Services” (Module Code CMP073N) was offered to all QLP-Y participants.  While it provided an in-depth understanding of issues around innovation, effective leadership, management, local authority context, globalisation and other key concepts and skills, it also provided an avenue of acquiring academic credits for the participants.  The coursework for the Module included aspects that were of particular relevance to QLs.  They combined understanding policies and theories with practical work.  They also offered opportunity for getting their work published and a chance for reflective learning.  In general, it helped to bridge the gap between academic world and the world of work and practice.  

Student evaluation of the Module included the following comments: 
“I found the course really made me get in touch with government & local government initiatives along with organisations that guide our work (LLDA, Reading Agency, MLA etc.)”

“This is the librarianship I missed out on in my Post Graduate Information and Management Course!  Intellectually stimulating and enjoyable”. 
 

A coursework required a reflective commentary on their learning experience.  A selection of comments indicate how the Module helped participants: 
“My exposure to alternative thinking and reflection [through this Module] on current provision in the library service will provide me with a better understanding for the future.”  

“This Module has also developed my awareness of the role of leaders in organisations.”

“This Module has helped me realise that as society is changing constantly, the needs of information service users changes too.  

“Another thing that this Module has reinforced in my mind is the importance of listening to ALL voices in the organisation.  It is very easy to drive a steam roller over more resistant opinions but often the most resistant workers have many valid points to make”.

QLP-Y as a change agent

Evidence from a Mentor in Lincolnshire indicates the impact the Project has had:  

QLP has added value - shortly after we signed up to QLP the Library Service and the Youth Service (which were in the same Department) were split into separate Directorates. Without the QLP program it is likely that Library and Youth Services would not have worked so closely together on joint projects.

QLP has led to culture change …there have been significant shifts in attitudes and behaviours… 

Independent evaluation
The Project was externally evaluated to get an unbiased assessment of the outcome.  This was undertaken by Pitcher and Eastwood-Krah 
whose conclusions throw light on the learning and developmental aspects of the Project.  The following section uses the research of this Evaluation.

Participants identified the following aspects of QLP-Y which they felt contributed the most to their development:

Personal development

The Evaluation report highlighted the personal development of the Quality Leaders who felt that they had gained a sense of achievement from the project, “particularly through the relationships they have built up with the young people participating”.  The participants highlighted the fact that young people may not always recognise how much they have learned and developed.  “This may also be true of some of the staff delivering the project, which was borne out by the highly positive comments of their Mentors and Sponsors on their progress”, says the Report.  

Project management/organisational skills

Some mentors and sponsors felt that in their authorities the Quality Leader’s leadership and had increased reflecting what some Quality Leaders also mentioned. One said “it has put me on a strategic level”. Some Quality Leaders felt that learning financial management skills was important for them. Some mentioned that they had developed their ability to prioritise when dealing with several projects at once.  
Communication and networking skills

Among skills that QLs felt had been developed as a result of being a part of QLP-Y were communication and networking skills, as well as problem-solving and negotiation skills through dealing with a range of partners/departments and “being able to mobilise the right people”. 

Generating new ideas, developing a new profile and having an impact

Some QLs mentioned that it was the opportunity to generate new ideas and personal development, including the confidence to act as advocate for young people’s services that they found very satisfying.  Another impact was to raise the profile of the work Quality Leaders are doing with young people and recognition of the different style of working: “I think in libraries it’s raised our profile. I’ve been to talk to members [Councillors] about this work, because it’s important for them to know what we’re doing, but also that we’re working in a way that’s new and different and the one that they are prescribing in terms of cross-services. So the director of children’s services sees this as the way we should all be working, so it’s had an impact in that way”. 

Pitcher and Eastwood-Krah (2007) highlight yet another aspect of QLP-Y work:

Joint working with other agencies and departments has also had an impact on the role and experience of the Quality Leaders and staff in other services and led to greater understanding and flexibility:  “Where people have done the work, librarians and youth workers understand each other’s work a bit more and understand that it needs a different skill set to deliver this agenda in different contexts. I also developed communication and project management skills. It’s been a positive experience” (Quality Leader). 

Skills and learning for young people

Another important aspect of QLP-Y was the empowerment of young people through the provision of new skills and experiences.  Their active involvement in deciding which “audience development” activities they would like to see ensured that the Project contributed to public value.  The QLP approach identifies 2 aspects under the term “audience development”:

1. The first aspect is to increase the reach of libraries and youth services to meet the needs of all young people, particularly refugees and asylum seekers and those who have not been reached before.

2. The second aspect expands on what has come to be known as “reader development”.  However, the term “audience development” is preferred to “reader development”.  “Audience development” is a more inclusive term: it includes people who may have visual impairment and meets the needs of disabled people generally.  It includes people who may not be literate either in English or in their own languages.  It also allows for connecting people to the “reading experience” through non print media, such as arts, cinema, music, drama and other cultural activities.  It involves all the senses, rather than being restricted to the use of just one.  

The “audience development” approach to library and youth work develops new areas of service provision, which a “traditional” library may not have provided as mainstream activities.  Over a period of time, this approach has the potential to develop a new model of joined-up library-youth service.

The experience in Haringey indicates how young people were empowered:

In 2005 a survey was undertaken of young people in four library areas and through youth centres in parts of the borough where Quality Leaders (QLs) knew there was a large concentration of refugees, asylum seekers, black and minority ethnic young people and those from deprived backgrounds. The QLs talked to staff in the Youth Centres before the survey was undertaken. The aim was to reach as many young people as possible. 
 
Pitcher and Eastwood-Krah evaluate QLP-Y’s contribution to the development of skills of young people:

Young people were seen to have developed a number of skills as a result of the project. For example, most had improved their IT skills, some had improved reading ability and developed a greater interest in books. Some had also developed their writing skills…There was also noticeable personal development. 

This was particularly noticeable in Barnet where “the core group of young people involved in developing a film and designing activities had also learnt additional skills, not only technological but also organisational and leadership skills”. 
 

Personal testimony – seeing the bigger picture
The following, written by the Quality Leader from Portsmouth, provides an insight into the impact that the Project has had on the development of one participant:

I believe my participation as the Quality Leader has greatly improved my advocacy skills on behalf of young people.  In the present climate of resource constraints in local government, the partnership skills developed have been of great benefit.  I have also gained valuable project management (amongst other) organisational skills along the way.  As well as putting together the Audience Development Activity proposals (ADAs), in Portsmouth I set up a seminar for library staff and other agencies working with young people.  

The delivery of ADAs has enabled me to keep abreast of policy developments and thus ensure that any service initiatives have the interests of young people at their heart.  Managing the project budget and negotiating my way through the often bureaucratic and arcane local government finance procedures has also been insightful.  

QLP-Y has given me many opportunities that I would not have normally had access to… Following a meeting with some progressive Scandinavian librarians, I was asked to write about my experiences and hopes for QLP.  The article was duly published in the Swedish journal, Bibliotek i Samhalle (Libraries in Society).
  Closer to home, Quality Leaders collectively wrote an article on QLP-Y which was published in Public Library Journal.  Being a participant in this project has necessitated much work with young people, and this is hugely rewarding for me.  It has also given me the opportunity to meet and engage in debates with colleagues in this country and beyond, particularly those with a commitment to ensuring social justice is served by public libraries.

…
Participation in the Quality Leaders Project has certainly changed my life by enabling me to see clearly the “bigger picture”.  It has been an intellectually stimulating, and frequently challenging, experience.  Perhaps most importantly, it has provided first hand evidence of how libraries really can change the lives of some of our most vulnerable and needy young people. 
 

The final word

The key test as to whether the Quality Leaders Project has made a real difference is to hear what the target community – young people – have to say about the Project.  Here are some comments from young people in participating authorities:

“[The best thing about the QLP-Y initiated workshops is] that they have let the young people organize it. Because if the old people organize it, like the adults, it might not necessarily be what the kids want, and it could be more about what they want. We wouldn’t like it.”

“He [tutor] helped us design the laptop design for the title, the credits, how to edit the film, and how to get the best out of the software. He also taught us how to use the cameras and he was quite good at that”. 

…

“We also are going to have say in the new games that are going to be in the library. [X library] is being refurbished, so that is another part of what we are doing for this.”

“I helped in the planning, deciding what questions to ask. We all worked on this. I also selected some of the tracks.”

“It was all young people. The librarian’s didn’t organize it. It was us.”

 “The ideas were ours. They advised us and we told them, and then we did it ourselves”.  

PART 3:  QLP-Y in Barnet
This section records the experience of QLP-Y from the perspectives of a participating authority – London Borough of Barnet. 

If you offer them what they want, they will come in 

Historically, Barnet Libraries have done little for young people. Although every library has a ‘Teenage Collection’ and consultation has been undertaken on an ad hoc basis over the last ten years, no events have been run and there has been a lack of consistent work with this client group. Like other authorities around the country, the recent focus of reports such as Fulfilling their Potential and Youth Matters alongside Hear by Right has created a situation fuelling our change in emphasis towards young people. However, QLP-Y has been the impetus to change by focusing our attention on services to young people and forcing us to find the time to deliver them. 

Since the last report on our film project, 
 we have run our second set of workshops. The second project was a Playstation competition run at six libraries across the borough open to anyone aged eleven to nineteen. This proved incredibly successful and we reached an amazing 131 young people in just three days. The majority were male (70%) and a high proportion met our QLP-Y target for Black and Minority Ethnic (BME) young people. Three per cent were disabled and two per cent were asylum seekers or refugees. It was wonderful to see libraries full of young men, engaging with us about games and our role in lending them. The competition format was a great equaliser and drew together a highly diverse group of young people. For example, at one site we had an 18 year old black youth playing with an 11 year old Jewish boy. The culmination of the project was a grand final held at Chipping Barnet Library. Here the winners from each site played for the title of ‘Barnet borough Playstation champion of 2007’. Young people brought along family and friends to support them. Our two winners were awarded a trophy, a certificate and a game, DVD or CD of their choice. Our runners up were given medals, certificates and a £10 High Street voucher. 

This project was also rewarding as we worked with the group of young people who ‘directed’ the DVD. We wanted to involve them in the planning and running of these workshops to continue our relationship with them while building on their development. Having worked with us for over two months on the film project they are also experts in Barnet libraries. This group designed the publicity, wrote the competition rules, highlighted numerous technical issues we would never have thought about and acted as referees at the competitions. The t-shirts they designed with ‘The Ref’’ printed on the back were worn with immense pride throughout the events. At the final, this group were presented with a certificate and game, DVD or CD of their choice. An Assessment and Qualifications Alliance (AQA) award will also be given to them in recognition of their achievements.      

Why has QLP worked so well in Barnet?

Commitment of key players

Barnet is a real success story for QLP-Y. There are numerous reasons for this. Firstly, as in all authorities, the commitment of the quality leader (QL) is essential. In Barnet, the QL does not have a designated two days a week to work on the project, which initially was thought to be a barrier to its success. In practice, however, this has meant that the QL needs to manage time in ways that fit in with the demands of the scheme at any given time. For instance, in the run up to the workshops, the workload is greater than during the evaluation period. Barnet’s success is also down to the QL’s excellent mentor. The relationship between the two is strong and has developed considerably because of this scheme. Barnet’s sponsor is the Head of Libraries who does lack the time to be involved in the day-to-day progress of plans, but is very supportive of the programme, requesting regular updates and attending final events. Her role in disseminating information to senior managers within the Council’s Children’s Service is also important. The buzz surrounding the film premiere, for instance, was huge and led to several senior managers attending the ceremony, along with two local councillors who presented awards.

Barnet’s QLP Team – a strong partnership
A huge part of our success is down to the team we have established to plan and organise workshops. This team consists of the QL and mentor from Libraries and several staff from the borough’s Youth and Connexions service. Having a team means we can pool our experience and share ideas. The involvement of a senior manager from Youth & Connexions gives a level of importance to the project enabling youth staff to be involved in ‘library’ projects. She is also able to iron out any problems and find ways to resolve them swiftly. A detached youth worker also sits on this team and is involved in the running of each activity with the QL, allowing youth work skills to be on hand where the QL’s experience is limited. The project has achieved its aims because he too shows a high level of commitment to the scheme. 

Through Youth and Connexions, we have developed links with organisations working with young people across the borough. For instance, Inclusive Play Opportunities (IPOP), a local charity that works with disabled young people, has been incredibly supportive of both projects, bringing its steering group to the library to be interviewed for the film project and disseminating publicity to its members and contacts for the Playstation events. The library already had links with a local secondary school but these were cemented by the involvement of the school librarian in the film project. All schools were asked to promote the Playstation competition, which explains the success in reaching such high numbers of library non-users.

Breaking Barriers

Public libraries are the most stereotyped institutions in the country. Everywhere, libraries are doing groundbreaking things but there is little interest in us until we are threatened with closure. In Barnet, we wanted to make young people think about us in a different way. In both our projects we have delivered events against type – modern, non-traditional library activities. This is the key to attracting young people in through our doors.  As the mentor pointed out during the Playstation competition [one of Barnet’s audience development activities developed after discussion with young people], it doesn’t matter about the ugly buildings or young people’s view of staff, if you offer them what they want, they will come in. 

Two of our projects with young people have offered access to technology. In the film project young people had a chance to use technical equipment they may not have access to at home. The Playstation competition gave young people the opportunity to try out the new PS2 machines. Initially, some of the QLP-Y team felt the expense of purchasing Playstation3 machines was an unnecessary extravagance. However, they had a huge impact on libraries by showing young people a new and ‘cool’ image. As the PS3s attracted a number of young people who would never normally use libraries, encouraging them to join the events, this impact was priceless. The evaluation shows this. In answer to the question ‘Can you name 3 things about the library you didn’t know before today’ 16% said it’s cool, fun or exciting, 32% noted that we had Playstations. The next task is to maintain this new image.

Offering non-traditional library events also had the result of attracting non-users and the socially excluded. In the first project, most participants were non-users or those whose membership had lapsed. In the Playstation competition, we reached a very high proportion of BME males. Breaking down barriers makes it easier for young people to come through our doors.

We have also taken care to remove psychological and physical barriers, which may be off-putting. For instance, in the film project we worked with a secondary school, which is a located 2 miles from the library and up a steep hill. To overcome this possible barrier, we organised taxis for the young people. We also bought refreshments, which the young people chose (pizza was a favourite). Asking young people to design the publicity events had a more youth focused image too.

Involvement

The main success of our scheme has been the involvement of young people. They feel more respected and valued by us when we listen to their views. We feel we can respond to their needs and desires more successfully and deliver what they actually want. The young people involved so far have shown incredible commitment to QLP-Y, giving up their evenings and holidays. Earlier in the year, 3 of our film ‘directors’ were invited to the Library Strategy Challenge Board, where a group of senior managers from local government, libraries and businesses meet to challenge the strategy of Barnet Libraries. The young people were supposed to introduce their film and talk about their involvement in it, with the possibility of being asked a few questions. In fact, they were questioned for 30 minutes about their library use and that of their friends, their desires and needs, and their views on the future. One young person said, “I really didn’t think you’d be interested in what I have to say”. She went on to say that by making the film she felt we were interested and that she wanted to be involved in telling us her thoughts in future.

Benefits of QLP

So far QLP-Y has been a great success - in challenging library stereotypes, in encouraging the socially excluded into libraries, in increasing membership, visitor numbers, issues and use of the People’s Network. QLP-Y has enabled us to develop a strong and sustainable relationship with the Youth and Connexions service, with local agencies and charities, with local businesses who have agreed to sponsor our events (a local supermarket, a local florist and a games store) and most importantly with the young people themselves. It has begun to crack staff stereotypes of young people leading to a more welcoming and positive attitude towards this client group. It has led to peer recommendation, as young people talk to each other about libraries and what they offer. It has given them the confidence to ask for things they want in the knowledge that we will respond either positively or, if we can’t do something, we will tell them why. 

A big part of QLP is the management development aim. As a QL, I have had opportunities I would never have been offered otherwise. By working in partnership with agencies and Council departments, I have developed my negotiating and networking skills. My ability to work with young people has improved, I now feel confident talking to them outside of a teacher/student role. My confidence has grown enormously. Seeing my achievements in action is so rewarding and my lifetime fear of public speaking is reducing. My project management skills have progressed hugely, as my mentor has an amazing ability to calm me in a crisis. By always finding a solution to problems that arise I am beginning to feel less anxious when things go wrong. Finally, in the last four weeks I have learnt everything there is to know about compatibility issues with Playstation 3s.

What next?

Consultation will continue with a planned trip to take a group of young people to our game suppliers to buy games for library stock. Results of the evaluation will be used to review the type of games we stock with the possible introduction of other brands (Xbox, Wii etc). We will also review our lending and pricing structure for library material in light of survey results. The success of the Playstation competition means we are thinking of introducing a monthly Playstation club to maintain use of the QLP-Y equipment, to attract new members and continue building relationships with young people. An annual Playstation competition is also being discussed to meet the demand from those asking for such during this year’s events. We will continue to use the young people who organised and refereed the event as a focus group to advise us and help shape future services. As a result of the Library Strategy Challenge Board, a young person has been given £500 to organise an event for Black History Month. Finally, a project involving all QLP-Y authorities is planned for later in the year on the theme of Liberation. In Barnet we will are planning a music event on the theme of modern slavery. Portsmouth are working on a piece of drama, Haringey a creative writing piece while Lincolnshire are finalising their plans.  This work will be launched together as our contribution to the bicentenary celebrations of the abolition of slavery.

Lessons from Barnet

Change is an almost constant state of affairs and the London Borough of Barnet is no exception.  Budgets are tight.  In this context it can seem difficult to initiate the process of innovation outlined above.  What QLP-Y has shown us, however, is that positive service development and change at a strategic level are possible, and for relatively little financial outlay.  

The Money

Whilst you don’t need much to make an impact – the film project cost just £1500 including equipment, expertise and pizza – the grant funding provided via QLP-Y gave us the leverage we needed to get started.  Without it, the lack of funds would always have been an impediment to initiating change.  Specifically it provided us with something to offer colleagues working in the Youth and Connexions Service, something tangible to bring to the table, and a way in to brokering a new working relationship.  There are numerous avenues of funding that can be explored to support the kind of events Barnet has been developing, from local sponsorship to participation in national schemes.  The refreshments for the film project were part funded by a local supermarket, some of the trophies presented to the young participants were purchased by a local school, and the library hall was decorated for the film premiere courtesy of a local florist.  Additional funding for the borough-wide Playstation event was secured through the PAYP (Positive Activities for Young People) scheme which helped to pay for additional youth worker time essential for the smooth running of the competition.  

This search for additional resources had the added benefit of connecting us with new partners. 

Partnerships

The QLP-Y contract required us to allocate a member of staff to the project for 2 days per week.  In reality few library services are able to make this kind of commitment without thinking quite creatively.  Effective partnerships have been the cornerstone to our approach, sharing the workload and drawing upon a wide range of professional expertise.  It took us some time to build up these relationships, starting from a position of zero contact between ourselves and the Youth and Connexions Service to what is now a mutually beneficial and highly successful partnership.  The key has been to take things slowly, to build in sufficient planning and lead-in time to allow us to understand the respective pressures within each of our services and to accommodate these in the development of joint initiatives.  As a library service such partnerships have furnished us with new skills and new approaches to engaging young people.  We are now more flexible in our approach to young people’s events, less prone to organising everything to the nth degree and much more open to the idea of young people shaping and managing events themselves even if it challenges our bureaucracy.  However, the benefits have extended far beyond the confines of the QLP-Y project itself. For example, we are now active participants in a multi-agency panel that considers youth engagement across Barnet and are pursuing a number of other initiatives including library based advice and guidance sessions for 13 – 19 year olds.  Joint working of this kind has proved to be a positive influence in a whole raft of corporate assessments including a Joint Area Review of our Children’s Services in 2006.  What began as a project to encourage library use by young people in one area of the borough has become a forceful advocacy tool for the whole service.  

Developing leadership skills
What makes QLP-Y different from many other grant funded initiatives is the conscious link made between the development of services and the development of staff.  Participation in QLP-Y has taught us the value of using initiatives such as the film project and Playstation competition, not simply to improve services to our customers, but also as a tool to develop key leadership skills within our staff.  Through the experiences afforded by leading the QLP-Y project, which are beyond those inherent in her day to day role, the QL has developed considerable confidence and management skills which will benefit the long term development of the library service.  She has become an ambassador for young people and her influence is contributing to service-wide cultural change.  

Mainstreaming QLP-Y

As we enter the final year of our participation in the QLP-Y programme we are turning our attention to how such activity can be continued.  The key is of course to ensure that change is truly embedded within the service and not restricted to the delivery of a few one-off events.  Central to this process are the young people themselves.  The small group of filmmakers involved in our first QLP-Y project have become an important library steering group and the value of their input has been recognised at the highest level.  The next step is to convert this small group into a formal young people’s library forum with a budget and regular input into the selection of resources and the recruitment and development of our library staff.  

An assessment of QLP-Y in Barnet

Barnet has run four projects for QLP; the film project, the Playstation competition, the Liberation project and the drama project. Our fifth project (the return of the playstation competition) is underway. With the exception of the first set of workshops, all projects have been devised and designed by a core group of young people for their peers. The Liberation project was a music and dance competition on the theme of slavery. Young people composed music using Garage Band software, wrote lyrics to their music and choreographed dance routines. A range of tutors supported their work. The quality of the final pieces was excellent as the lyrics written by young people show.  The core youth group took an active part in organising these workshops. As research they visited an exhibition on the history of slavery at a local museum. They also devised a petition on fair trade, which they discussed with participants at each workshop. The final competition was judged by the core group in the style of ‘The X Factor’.

The drama project was run in partnership with Youth & Connexions. A youth worker specialising in drama led the workshops and a film editor was funded by the council’s Arts office. Young people chose the theme of gangs and bullying. The young people made four short films on these themes. They were involved in all aspects of production including the editing process. A final screening was held to show the films to friends and family and celebrate the young people’s success. Both these projects attracted high numbers of BME participants and those from areas of need.

QLP-Y has enabled us to consult young people more regularly and more informally as workshops have taken place. Participants have been engaged in weeding and selecting stock and advising us on future developments. For instance, we have extended the range of games available to loan from PS2 to PS3, Xbox and Wii. By listening to them we have created an environment where young people feel able to make suggestions with the confidence that they will be taken seriously.

Many of our projects have been created around new technologies; using cameras, editing equipments, Playstation consoles and music software. As QL this has opened up a new world to me and through the workshops I have learned how to set up and troubleshoot this equipment. Having these skills means Barnet Libraries can fulfil its desire to be ‘cutting edge’ and provide technologies that respond to young people’s needs.

Early attempts to ensure the ethos of QLP-Y is sustained are moving forward apace. Our future project will be a residential weekend for members of our core group, to help create team working skills to enable them to participate in a formal Library Youth Board. I have been asked to lead on this development thanks to my work on QLP. I am currently writing a proposal for QLP-Y funding based on my assignment for the Innovation & Development in Information Services course.  

The partnerships established as part of QLP-Y have opened up avenues through which Libraries can bid for funding to continue workshops beyond QLP-Y. The Youth Opportunity Fund in Barnet means Libraries can apply to run future activities through PAYP (Positive Activities for Young People) and the summer university. Hosting week long courses to develop participant’s skills within libraries is a new and exciting prospect.   

PART 4:  Conclusion:  meeting the challenges of change and innovation 
The need for local authorities to change is now generally accepted.  This need is driven by major socio-economic changes at global level which in turn drive national and local policies and legislation.  Changes in key management skills required for bringing about relevant changes are also being developed at academic, professional and workplace levels.  The need for organisational change, for the development of skills of effective leadership, the development of policies that connect services to communities, and the drive to ensure that service provision is influenced by users  are all areas that general management training programmes address.  Yet fundamental, meaningful and all-embracing change which is needed to meet current needs remains unachieved.  Small sparks of innovation and creative change in some areas of local organisations do take place and have the potential to make entire organisations major cultural and organisational shifts.  However, few such sparks have in practice led to major shifts in local authorities.
One area of concern as far as local authorities are concerned is “democratic deficit”   - both in the context of workplaces and with citizens.  While there is a theoretical “democracy” in both arenas, in practice decisions tend to be made by a small group of people, representing narrow social and economic interests, in a non-transparent way.  This affects negatively the management and personal development of potential leaders.  A more open, transparent and participative style of work, but with strong leadership and performance cultures would help to release the energy and innovative potential of staff and enable them to achieve ambitious targets and meet needs.  Without such workplace freedom to influence policies and practices, only abstract form-filling remains to ensure that the organisation meets its local and national obligations.
A fundamental issue for all management development programmes is to decide what the social role of professionals and managers is.  An important issue is whether managers can – or should – be “neutral” in a society where the prevailing power relations ensure that what is considered “normal” is in reality the class and social interests of the dominant classes. Unless politicians and organisations break the TINA (“There Is No Alternative”) culture that surround local authority culture, managers will not be able to break out from stagnation – whether individually or organisationally, particularly in their world outlook.  The need for expanding horizons, widening perspectives and broadening outlooks is particularly urgent in Europe and USA as the BRIC countries (Brazil, Russia, India and China) take economic and thus political and moral leadership in the world today. 
Durrani and Smallwood, 
 examining the issue of management role in the context of existing social situation within the context of librarianship, ask “should they [librarians] take the social, economic and political situation they find themselves in as ‘given’ without understanding how and why we arrived at this situation?” They explode the “myth of the ‘neutral’ librarians”, explaining that “there is no way that librarians are or can be neutral in the social struggles of their societies”. Managers at every level need to challenge the prevailing stagnant cultures and offer meaningful choices of visions and values to their staff – and communities.  Meaningful action can then follow from a rational discussion of how to meet often contradictory needs in situations of limited resources..
Generally speaking, local authorities lag behind the private sector in making substantial investment in innovation and investment in meaningful management development.  Even when innovative changes are made, conditions for sustaining these are not in place.  Merton Library and Heritage Service made a start by creating conditions for innovation and change 
 but the approach was abandoned once the key players left service, indicating the fragile nature of local authority understanding of the need for change and innovation.  In other cases, changes, once made, are allowed to fossilize and themselves become obstacles to the necessary further on-going changes to meet changing needs in a dynamic way.  The mindset that allows for changes is generally missing among managers who then do not allow horizontal and vertical leadership to emerge.  This is compounded by lack of effective management skills at various levels.
It is common for local authorities to send managers and staff to expensive training courses and conferences, often as a way of meeting training targets.  Usually such training is a one-off event, and skills and knowledge that the individual participant is exposed to are not fully used to engender organisational change.  There is an information and knowledge leakage that leads to individual and organisational stagnation. Even knowledge acquired at professional and academic courses often remains unimplemented and fails to lead to the organisations making required changes in policies and practices in response to new information, knowledge and experience.  Nor is the new knowledge banked for future use.  This is often due to hierarchical structures which do not allow for creative ideas and practices to flourish.  Such new knowledge has the potential to help organisations meet new challenges and to develop and grow organically in the process. Taking risks, learning from mistakes and developing new policies and practices to meet new and changing needs are not areas in which local authorities excel.  Nor are they usually able to make use of the vast potential of skills, knowledge, viewpoints and perspectives that their staff as a whole - as indeed their local communities – can offer under a more open and creative culture and leadership.  
Today there is a large amount of legislation to make a difference to the way local authorities work.  But change in local authorities cannot be brought about by legislation alone.  It requires local champions of change who have clear vision, can lead others, and are able to relate to their communities not as a formality but by becoming one of them.  The primary management challenge today is to transform passive professionals, managers and “leaders” from being “neutral” gate-keepers into activists for the kind of organisational change necessary for significant improvements in public service.  
The QLP-Y connection

The key question then is how one gets to this stage.  The experience of QLP-Y may have some important lessons to add to the pool of lessons from other approaches and experiences.  
The first point to note is that QLP-Y is not – and does not aim to be – an external consultant which can develop management and leadership skills in participants.  In essence, it is a partnership programme where this responsibility is shared between participating authorities and the Project Group that drives the Project at the centre.  The centre cannot move the parts without active involvement of the parts themselves.  The Project Group does provide a vision, a programme, support and guidance to achieve the twin goals of leadership and management development and service development.  But just as in service development it requires an active participation of the target youth community, so in management development, it requires an active participation of local managers and leaders – the mentors and sponsors, line managers and senior Council officials.  The level of such support indicates whether – and to what extent – the local authority takes seriously its responsibility to invest in management and leadership development.  It is the success or failure of this partnership that will ultimately affect the success or failure of the Project in individual authority.  In this presentation, we provide some evidence of how this partnership has worked in the case of Barnet.
Another important factor that local authorities need to consider is the support they provide to innovation and risk-taking that has been the hallmark of QLP-Y.  Such support is in the commitment of staff and management time, but also extends to the long term provision of mainstream funding for innovation.   QLP-Y is funded by the National Youth Agency and the Paul Hamlyn Foundation as a way of  bringing about the much need change in youth and library services run by local authorities.  The question that needs to be addressed urgently is why local authority funding itself is not available for such programmes.  No long-term change can be sustained with external funding. No major cultural shift can be achieved by appending innovation and development as an add-on to the main activities of the organisation.
One of the strengths of QLP-Y is that it is an initiative of an academic institution – Department of Applied Social Sciences and the Management Research Centre of London Metropolitan University.  This brings an important academic approach to encouraging innovation and change in workplaces in Local Authorities.  As this paper indicates, this partnership has been extremely productive and needs to be strengthened and developed further.  Again the question of resource needs to be addressed and Government funds need to be invested in such programmes if innovation and change are to be developed and sustained.  
One of the main QLP-Y concerns has been to connect and develop partnerships so as to provide new visions and open new possibilities outside the immediate line of vision.  Thus, at one level, library managers connect with resources from youth services, taking their own resources in exchange.  This expands leadership perspectives and delivers a better all round services too.
Over the course of its existence, QLP-Y has generated a sizeable amount of documentation of its activities and thinking, ranging from conference papers, journal articles, to its own publications.  It is felt important that this material and experience should be made widely available to others who may want to follow similar aims.  Thus all this is available on its website.  It is proposed to take this further by producing a “QLP Manual” to provide an analytical study of its approach as well as a “toolkit” that will make its experience more widely – and easily – available for applicable or modification to suit local needs.

QLP-Y has identified a number of important gaps in library and youth services – perhaps in local authorities as a whole.  These include a lack of coming together of professionals, policy-makers, academicians and other interested parties to debate and discuss issues and policies and to generate creative ideas on the basis of which new programmes – both in teaching and learning, as well as in workplace practices – can be based.     At the same time, there is no meaningful “bank of ideas and practices” which can be used to deposit and disseminate innovation so that what has worked in one place can be used in other places.  But this also requires appropriate research activities to learn the lessons and to test out innovations for broader application.
It is with a view to meet some of these objectives that the Department of Applied Social Sciences is planning a conference on “Sustainable Innovation in Local Authorities” with a focus on libraries and youth service – with possible extension to health services.  One of the possible outcomes of such a conference could be a proposal for an “Innovation Research, Documentation and Training Centre” to be based in DASS.   Initial outlines of such a Centre are being developed.
The rational for such a Centre is provided by Kestenbaum: 
Social innovation is poorly understood.  Strategy and organisation have to marry social needs; but there are too few intermediary bodies to match the supply of new ideas to the demand for them. 

QLP-Y itself does not have huge resources of its own.  But, as Kestenbaum concludes, “funding, while important, is not the main driver of social innovation.  It can occur anywhere – even in areas without a long tradition of thinking differently”.  The proposed Centre can help to be the research and documentation resource that can collect, analyse and disseminate social innovations that “occur anywhere”.  As an extension of this activity, it hopes to use the experience from the various strands of QLP (including the current, youth, one) to connect ideas and principles with practice, professionals with policy makers and academicians, vision with implementation – and in the process (re)connect and empower local authorities with their staff and with their communities.
QLP-Y’s main asset has been a progressive and clear vision and a well thought-out yet flexible and adaptable programme of implementation to meet changing needs.  It is based on taking a long-term perspective.  Ideas and vision developed by QLP in 2000 are even now part of government requirements, for example, leadership development, team work, partnership and joined-up work on services to young people, resource and skill sharing, and consulting and empowering communities to develop innovative services. It certainly fulfils the need of  what Kestenbaum refers to as an environment  “…where staff are given time out to experiment, where leaders are trained in how to encourage and where failure is recognised as an unparalleled learning ground”. 
 It provides an example of a management development programme that, with commitment and enthusiasm, can deliver simultaneously both the skills that managers need for the new ways of working demanded by public services reform and better value for specific client groups. 
______
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