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This document provides an overview of Organisational Development and aims to help the reader to 

understand what is involved in establishing an organisation. For the purposes of this document it has 

been assumed that the Community Library and the Organisation are being set-up in parallel. However it 

is quite possible that the organisation that is to run the library already exists. In such a situation many of 

the ‘timings’ in this document will be out of sequence with your work but most of the lessons to consider 

will still be relevant. 
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1.1.1.1.    Introduction to Organisational DevelopmentIntroduction to Organisational DevelopmentIntroduction to Organisational DevelopmentIntroduction to Organisational Development    
    

There is a huge difference between Project Development and Management and Organisational 

Development and Management. Projects are by definition time-bound – they have an end date. With the 

inevitable focus on the project of establishing a community managed Library, it can be very easy to lose 

sight of the fact that the Library must run indefinitely once its doors have opened. It is also easy to give 

insufficient attention to the need for an appropriate organisation to take on and run that library long into 

the future. This organisation, possibly your organisation, will develop over time. It may deliver new 

services. It may take on new buildings! But in order for it to deliver on new promises, or cope with 

changes around it, it too must change and develop. Organisational Development is the process and 

methodology for taking some control over these changes and proactively steering an organisation 

through the challenges it will face so as to enable it to better achieve its Aims. 

 

 

2. 2. 2. 2.     The Organisational LifecycleThe Organisational LifecycleThe Organisational LifecycleThe Organisational Lifecycle    
    

It is important to think about an organisation in the long term so as to be able to prepare for the future. 

To help with this there are a wide range of theories and models relating to the ‘Organisational Lifecycle’- 

the phases or stages every organisation goes through as it ages and/or grows. One of the simplest of 

these is as follows, (adapted from Greiner 1972):  

 

1. Birth 

2. Growth 

3. Maturity 

4. Decline 

5. Renewal (or Death!) 
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As most organisations are galvanised into action by a crisis it is argued that Stage 4 is most critical 

because if the decline is not recognised and acted on quickly enough it will be impossible to ‘Renew’ in 

Stage 5.  However it has also been argued that each stage conceals probable mini-crises that can affect 

the future of the life cycle of the organisation and possibly bring about an early ‘Death’.  As your 

organisation grows it is important to be mindful of such threats.   

 

We have adapted the work of Robert E. Quinn & Kimm Cameron (1983), and Griener (1972) to provide a 

model of an organisation that summarises a number of theories and related research. The summary 

presents four different phases of growth, their characteristics, needs, and areas of potential crisis: 

 

1. Entrepreneurial1. Entrepreneurial1. Entrepreneurial1. Entrepreneurial    

    

This stage is characterised by: 

- Marshalling of resources 

- Lots of ideas 

- Entrepreneurial activities 

- Little planning and co-ordination 

- Formation of a “niche” 

 

Needs creativity to maintain this stage but can lead to leadership crisis. 

    

2. Collective2. Collective2. Collective2. Collective    

 

This stage is characterised by: 

- Informal communication and structure 

- Sense of collective 

- Long hours spent 

- Sense of mission 

- Innovation continues 

- High commitment 

 

Needs clear direction to maintain this stage but often leads to a crisis around the balance of 

delegation and control. 

    

3. Formalisation3. Formalisation3. Formalisation3. Formalisation    

    

This stage is characterised by: 

- Formalization of rules 

- Stable structure 

- Emphasis on efficiency and maintenance 

- Conservatism 

- Institutionalised procedures 

 

Needs improved internal systems to maintain this stage but the perception of ‘too much red tape’ 

can cause a crisis among staff. 

    

4. Elaboration4. Elaboration4. Elaboration4. Elaboration    

    

This stage is characterised by: 

- Elaboration of structure 

- Decentralization 

- Domain expansion 
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- Adaption  

 

Refocusing on Team Work is the key to maintaining growth in this stage but gradual over-

elaboration or a drift into consistent maturing can lead to steady decline if a process of renewal is 

not undertaken. 

 

 

3. 3. 3. 3.     Organisation Lifecycle in relation to establishing a Community managed Organisation Lifecycle in relation to establishing a Community managed Organisation Lifecycle in relation to establishing a Community managed Organisation Lifecycle in relation to establishing a Community managed 

LibraryLibraryLibraryLibrary    
    

As with most management theory based lifecycles the reality is that your organisation is likely to go 

through a number of mini-lifecycles in each stage of its grand lifecycle as you progressively drift to 

professionalism and growth. As such, what feels like a complete journey over the next two or three years 

will probably seem like just the first phase in the fullness of time. However the changes are relative and 

so the stresses and strains on your team and organisation will be as real now as at any time in the future. 

 

To illustrate the potential times of tension for your organisation some of the key organisational 

development steps you are likely to take in establishing your library have been cross-referenced to the 

Asset Transfer Stages and the potential Organisation Lifecycle Phase in the table below: 

    

Organisational StepsOrganisational StepsOrganisational StepsOrganisational Steps    Asset Transfer StageAsset Transfer StageAsset Transfer StageAsset Transfer Stage    Lifecycle PhaseLifecycle PhaseLifecycle PhaseLifecycle Phase    

    

1. Developing an idea 

 

Getting Started Entrepreneurial  

2. Forming (or joining) a group 

 

Getting Started Entrepreneurial 

4. Planning the new service Getting Investment Ready 

Developing Services 

Collective 

5. Thinking about Enterprise Getting Investment Ready 

Developing Services 

Collective 

3. Forming (or joining) an 

organisation 

Getting Investment Ready Collective (some formalisation 
begins) 

6. Building Capacity  

 

Getting Investment Ready Collective (formalisation more 
prevalent) 

7. Getting and making the 

Library 

Taking a Stake in an Asset 

Property Development 

Collective (focus returns to 
getting things done) 

8. Running the Library Services Management 

Premises Management 

Formalisation (increasing over 
time) 

9. Expanding Activities 

 

Growing the Asset Base Elaboration (increasing over-
time) 

    

    

4. 4. 4. 4.     Key tasks in OKey tasks in OKey tasks in OKey tasks in Organisation Developmentrganisation Developmentrganisation Developmentrganisation Development    
 

Listed below are most of the key tasks required in building a solid organisation for the future. As the 

organisation is intertwined with all other aspects of a Community managed Library there is obviously a 

great deal of overlap with other areas of guidance. As such, further details of most of the tasks listed 

below can be found in other sections of the Knowledge Hub. 

 

• Decide on your Purpose 

• Form your Core Group 

• Agree Aims and Objectives 

• Engage wider stakeholder group 

• Form Project Steering Group 
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• Finalise Aims and Objectives 

• Agree Terms of Reference / Governing Documents for Group 

• Agree Vision, Values and Strategy 

• Agree preferred standards and specifications for organisational performance 

• Business Planning  

• Select, develop and establish appropriate Legal Structure 

• Appoint the Board / Management Committee 

• Put Management system in place 

• Recruit wider membership as appropriate 

• Develop Policies and Procedures as appropriate 

• Acquire Resources for the start-up stage of the organisation 

• Acquire operational base e.g. Library 

• Put appropriate insurances and licences etc in place 

• Recruit, train and support staff 

• Acquire necessary equipment and materials 

• Begin operations 

• Manage performance of operations and resources 

• Develop strategy, policy, systems, resourcing and operations overtime 

 

 

5. 5. 5. 5.     Key roles in Organisational DevelopmentKey roles in Organisational DevelopmentKey roles in Organisational DevelopmentKey roles in Organisational Development    
 

Leader Leader Leader Leader – There are few organisations that do not have someone that is perceived as the ‘Leader’. This 

kind of personal association and driving force can often be useful in the early days of an organisation i.e. 

the Entrepreneurial phase of Organisational Development. However it is important that the ‘Leader’ 

understands the need to support the development of the Collective phase for the benefit of the 

organisation. 

 

The CoThe CoThe CoThe Collectivellectivellectivellective – This is the group of people doing the majority of work to move the organisation 

forward. It is likely that they will primarily be volunteers at the outset and their on-going largely 

unrewarded support is vital. In reviewing the characteristics of the Collective phase of the organisation 

you can see why it is so important that these individuals remain motivated by the mission or purpose of 

benefiting their community. If the influence of the personal agenda of a ‘Leader’ begins to overshadow 

this group purpose then volunteers will begin to question their support. 

 

Steering Group / Management CommitteeSteering Group / Management CommitteeSteering Group / Management CommitteeSteering Group / Management Committee – Regardless of the perception of leadership it is this group 

that make the strategic decisions that set the direction of travel for the organisation. As such they need 

to be mindful of the issues above and be comfortable with the steps they are taking towards the 

organisation’s aims. The Charity Commission states that one of the ‘Hallmarks of an Effective Charity’ is 

being ‘…clear about its purposes, mission and values and uses them to direct all aspects of its work.’ 

Maintaining this clarity of Purpose is the role of the  Steering Group / Management Committee. 

Sometimes they will have to make difficult short term decisions to maintain the long-term integrity of 

purpose – often this involves not ‘chasing money’.   

    

Investors Investors Investors Investors –––– As with many of these materials, we are using the word ‘investor’ to refer to any individual or 

organisation that puts money into the organisation on the understanding that they will see a Return on 

Investment (ROI), be that a Social or Financial return. Their support will often provide the essential 

resources required to move your organisation on to the next stage in its development. However the 

Steering Group will need to ensure that investors do not hold too much sway over the organisation’s 

development. Even in matters of potential benefit, e.g. a funder requiring ‘Best Practice’ in a certain area, 

the organisation’s leaders must still be sure that the organisation is at the right stage in its development 

to adopt any recommendations. 
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AdvisorsAdvisorsAdvisorsAdvisors – Developing an organisation requires decisions based on finances, good practice, tax, and the 

law; so be open to the fact that you may need to consult lawyers, consultants, accountants, etc to help 

you find the right route through for you. Fortunately a number of low cost or free avenues of support still 

exist. 

 

 

6. 6. 6. 6.     Areas for special attentionAreas for special attentionAreas for special attentionAreas for special attention    
    

Defining PurposeDefining PurposeDefining PurposeDefining Purpose    

 

Defining Purpose is the first stage of the asset transfer process. The building being developed should be 

chosen for a specific reason, rather than starting with a building and attempting to find a purpose for it. 

 

Asset transfer works best where it responds directly to the needs of the community in which it is situated. 

This means defining the purpose must be led by and involve local people. Asset transfer is far more likely 

to be successful where there is buy-in and support from a good cross-section of the community. 

 

In practice this means organisations engaging in asset transfer should have pre-existing roots and links 

to the relevant community that they can tap into. Where this does not exist links should be forged with 

voluntary and community groups in the area. This should happen at an early stage, when the purpose is 

still being defined. People are more likely to support a development when they have an input into the 

plans. 

 

Capacity Needs AnalysisCapacity Needs AnalysisCapacity Needs AnalysisCapacity Needs Analysis    

    

Capacity Needs Analysis involves reviewing your organisation and checking you have the skills, expertise 

and experience to successfully complete the proposed project. 

 

Before moving forward with the project it is essential to do a capacity needs analysis. It sounds 

complicated, but in reality it is simple. It is just a check to ensure that you have the right skills in the 

group to manage the project. 

 

This is particularly important for organisations engaging in asset transfer for the first time. Identify any 

gaps at the outset before the pressure of the project delivery period starts. 

 

Forming an OrganisationForming an OrganisationForming an OrganisationForming an Organisation    

 

Setting up a community organisation is essential to provide a vehicle for asset transfer to take place. But 

setting up a community organisation should happen only where and when it is necessary. In the initial 

exploratory stages of ‘Getting Started’ it is best to consider existing community structures. This reduces 

the potential for time and resources to be wasted if the project does not come to fruition. It also makes it 

easier to reach people already engaged in community development.  

 

Setting up a community group should be done in conjunction with Defining Purpose. This initial stage 

can take place with an unincorporated organisation as no significant financial transactions are taking 

place. As ambitions for the building are shaped discussions should turn to the most appropriate 

organisation to carry that out.  The process should be as open and collaborative as possible, with 

guidance when appropriate from legal experts. It is vital that people feel a sense of ownership about the 

organisation. 

 

Deciding which type of organisation is most appropriate is crucial and should be given significant 

thought. Each structure has its own set of strengths and weaknesses in relation to different aspects of 

running a Community managed Library so you will need to be clear about your priorities to help make 

difficult decisions. 
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Staff RecruitmentStaff RecruitmentStaff RecruitmentStaff Recruitment    

 

Staff recruitment is the process of hiring people to complete roles in your organisation. There are 

standard elements of recruitment, whatever position is being appointed. Good practice and employment 

law are ever evolving and so you may well benefit from some initial support and/or advice from a firm of 

Human Resource (HR) specialists. There are also some good affordable on-line resources these days that 

a simple search will begin to highlight. 

 

 

7. 7. 7. 7.     TopTopTopTop Tips Tips Tips Tips    
 

Before embarking on developing a new organisation, consider if there is an existing organisation that you 

could work with that might even be prepared to host your project. Your local Council for Voluntary 

Services is likely to be a good starting point for making such connections. 

 

When developing policy or guidance, avoid vague or general language that may cause confusion and 

ambiguity. Policies have to be clear and precise and leave no room for misinterpretation. Be concise and 

only use as many words as is needed to convey your message. 

 

Good Governance should ensure that your new library: 

• Fits well strategically with mission and is compliant with structure;  

• Is the subject of effective risk assessment and risk management;  

• Is driven by well-planned resourcing, procurement and delivery systems;  

• Is led by a well-supported staff team bringing in other expertise as needed;  

• Remains under the board’s overall control through effective reporting at all stages. 

 

 

8. 8. 8. 8.     Further InformationFurther InformationFurther InformationFurther Information    
    

Organisational DeveOrganisational DeveOrganisational DeveOrganisational Developmentlopmentlopmentlopment    

 

The following organisations and additional resources may be of value: 

 

• National Association for Community and Voluntary Action (www.navca.org.uk) 

• Charity Commission (www.charity-commission.gov.uk) 

• National Management and Leadership Standards (www.management-

standards.org/content_1.aspx?id=10:5406&id=10:1917) 

• National Council for Voluntary Organisations (www.ncvo-vol.org.uk) 

    

Community Managed Libraries Community Managed Libraries Community Managed Libraries Community Managed Libraries     

 

This resource has been produced for the Community Knowledge Hub for Libraries, brought to you by 

Locality (see - www.communityknowledgehub.org.uk). If you would like to seek further advice on any of 

the issues raised here please email info@CKHlibraries.org.uk    or contact Locality on 0845 458 8336. 

 

 


