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The S & L Science Fiction Library was formerly a special collection in the Denver Public Library. When recently designated a regional depository library by the Science Fiction and Fantasy Writers of America, our supportive, knowledgeable, and generous benefactress, Spring Leia was moved to help us become an independent enterprise. Underscoring our conviction that we are doing the right thing at the right time are some rumblings emanating from important sources in the library world. In 1990, the Library of Congress first created the position, Recommending Officer for Science Fiction when gaps were discovered in the science fiction mass market paperback originals between the 1950’s through the 1970’s. In 1994, Eric Johnson replaced the retired Joseph Mayhew and created the “What IF. . .? Science Fiction Forum.” This is an erudite group hosting talks by SF and fantasy writers, SF fan activists, as well as Georgetown University’s linguistic professor Marc Okrand, the originator of Star Trek’s Klingon language. In 1995 the Library developed the first genre-specific acquisitions policy. The Library also initiated an electronic discussion groups known as SF-LIT aimed specifically at librarians, researchers and students. With 475 members, this is the Library’s largest and most active electronic discussion forum (Stumbaugh & Johnson, 1996).
Another venerable institution, The Science Fiction Foundation Library associated with the University of Liverpool since 1993, has been an internationally known science fiction research resource since the 1970’s. Administrators Peter Nicholls and Malcolm Edwards edited the first edition of the Encyclopedia of Science Fiction in 1980. The University sought the association with the library when their English Department planned to offer an M.A. in Science Fiction Studies, the first taught post graduate course in the field in the UK. 
We believe there is great value in understanding and applying organization theories for six major areas of our operation. Those areas are culture, environment, technology, social structure, physical structure, and goals and strategies. As we develop ideologies and practices in these areas, we look to our mission statement for the values we wish to make visible. It states: 
Our aim is to promote a discriminating appreciation of science fiction by providing facilities, materials, technology and support for local and global patrons who have interest in this area. The high regard we hold for the people we serve, their purposes in our library, and the work we do is insured by our conscious participation in the creation and maintenance of a healthy, vital environment for patrons and ourselves.

Culture of the Sci-Fi Organization and the S&L Library
Organizational structure often revolves around the culture of the people within the organization.  Just as a national or racial culture can affect the interaction between one group and the outside world, organizational culture affects the way that community interacts with other organizations and individuals outside the group.  The culture of an organization is comprised of six main elements: 1) values; 2) heroes; 3) myths and stories; 4) taboos, rites, and rituals; 5) symbols; and 6) managerial culture.  The following is a discussion of these six elements and how they apply to the entire science fiction (SF) community and how they will apply to the culture of the S&L Library.
Organizational Values
In the science fiction community, the organizational values are determined by the content of the projects themselves.  [Note: For the purposes of this paper, “projects” is an all-inclusive term, covering but not limited to printed materials (books, comic books, and so forth), visual media (primarily television and film), electronic multimedia such as some computer games, and numerous other examples.]  These projects often focus on themes of grand scope but disguise them with the action, characters, setting, and gimmicks that characterize the genre.  Even though on the surface the project seems to deal with aliens or time travel, it may often actually refer to issues much closer to home.  
Equality is a very important theme in SF.  It can refer to equality of the sexes, race, socio-economic strata, or even age.  One common approach is to designate a story’s protagonist as a member of whatever is perceived to be a persecuted group, then propel him or her into a position where actions, thoughts, and words overcome the world-view’s narrow perceptions, eventually forcing the other characters (and, vicariously, the audience) to understand the protagonist’s equal standing.  This is often accomplished through a typical hero quest as described by Joseph Campbell, most notably in The Hero with a Thousand Faces (1949).  Through the promotion of equality as a project creator and the reception of equality as a project audience, this becomes a shared value.
The well-being of the environment and ecology are also an important value.  A  strong example of how SF can promote ecological awareness is through the movie Star Trek IV: The voyage home.  In this movie, the ultimate fate of the Earth rested on saving the humpback whales from extinction.  When a popular and high profile project such as the Star Trek franchise openly addressed this issue, public interest in saving the whales increased dramatically as a direct result, and revenue generated on behalf of Greenpeace and other activist organizations surged accordingly.  This is just one example of how concern for habitat Earth is a shared value in the SF community.  Many others can be found, usually in cautionary tales of the future of Earth.
Another shared value is in social issues.  This includes anything from overpopulation to counterculture youth to such problems of the masses as AIDS and drug addiction.  The metaphors for these themes are many and varied but work best when introduced as a cautionary tale of the future.  An example would be the dystopian story Brave New World by Aldous Huxley (1932).  In this story, overpopulation is under control and so are most of the masses through the use of genetic manipulation to determine into what working class a person will be born.  The story continues when an interloper to the society demonstrates just how tenuous a hold the government has in controlling almost all social aspects at once.  In the tradition of Aesop and his fables, these sorts of hypothetical constructs serve as a petri dish environment in which to study one extreme aspect of social organization and thus help to make the audience more aware of the social elements in real life.
Relationships with machines are another strong theme in science fiction literature.  One particular emphasis is on that of developing artificial intelligence—or AI.  Through the SF medium, people are able to speculate what the emergence of AI might mean for humanity, such as the potential for interaction, the possibility of AI having a greater intelligence that leads the machines to take over, or even the possibility of harmonious coexistence.  An example of AI analysis is Hal from Arthur C. Clarke’s 2001: A space odyssey (1968; simultaneously developed for film by Clarke and Stanley Kubrick).  In this story, it is an ancient alien technology that stimulates the evolution of mankind, who in turn guides the evolution of computers to the point of self-awareness.  A large portion of the story deals with the conflict between man—depicted as an increasingly emotionless and overly rational creature—and his newly developed AI machine, represented by Hal, who progressively appears to be much more emotional than his progenitors.  It is intriguing that it is man who cannot see as clearly as the machine how the future will be different than what anyone expected as a result of the influence of the alien monolith.  In other SF stories, computers, robots, and other representations of AI might  be man’s friends and co-workers (as in many of Isaac Asimov’s works), enemies or slaves (the Frankenstein motif), or a functional tool that is rarely acknowledged as a character in its own right (for example, the highly interactive, sometimes insightful but decidedly insentient disembodied voice of the ship’s computer in Star Trek: The next generation).  But, whatever the relationship between man and machine, it is important to understand that it is a familiar theme in the SF genre.
Right along with AI come the examinations of current definitions of high concepts such as intelligence, sentience, and—as Douglas Adams presented—life, the universe, and everything.  Many of the stories in SF deal with these high concepts through the introduction of alien life forms.  The main premise here is that life may appear in forms unrecognizable to humans but may be every bit as valid as our carbon-based construction.  These issues are very important to “real life” because they can so easily be translated into discussions of abortion, euthanasia, and other such topics where one of the main points of contention is exactly where life begins and ends and how much value to place on sentience.  
Another area of importance to the SF community is that of communicating with other cultures.  Although this usually translates into alien contact, the theme of celebrating the differences between peoples is strong enough to have real world impact.  One example is the Vulcans in the Star Trek series.  Their society is based on the concept IDIC—infinite diversity through infinite combinations.  In fact, the entire run of projects in the Star Trek franchise have traditionally focused on harmony despite cultural differences, which is most noticeable in the way each crew of each show is multicultural.
Finally, the people of the SF community value thinking about the future.  Although some SF projects focus on times past, nearly all of them are about forward thinking.  Many of the other values of the SF community are explored through predictions and hypothetical ponderings of  what the future may hold for humanity.  Some focus on the excitement of things to come, while others are cautionary tales of things to avoid.  However, these projects have the cumulative effect of making the people of the SF community more involved with the directions humanity actually is taking.
Managerial Culture
Another part of the organizational structure is the managerial culture.  Since the SF community is made up of many different types of people and group structures, it is nigh impossible to look at the managerial culture in the traditional sense.  Here, one of Morgan’s (1997) metaphors is useful for analysis--the political metaphor.  Basically, there are four distinct groups in the SF community.  They are the corporate players, the individual players, the fans, and the information agencies.  Essentially, each shares a near equal position in the organization but draw from different power sources to maintain status.  By analyzing each of Morgan’s fourteen named power sources and which part of the SF community uses each, it becomes possible to form a clear picture of the interactions between the groups.  The attached diagram illustrates who the members are in each of the four major groups and from what power sources they draw.
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Formal authority in the SF community is given on a top-down basis.  The corporate players have the largest amount and control most all that is given to the other factions.  Formal authority allows corporations to control the SF market in terms of copyright law, official merchandise, and virtually all aspects of SF projects.  Individual players have quite a lot of power initially as creators, but they often give up much of this power to the corporate level as a project gets underway.  A couple of notable exceptions are Anne McCaffrey and George Lucas who have continued to retain almost total control over Pern and the Star Wars universe respectively.  However, this is largely due to their involvement on the corporate level.  Information agencies like to eschew rumors and give fans reliable information.  Because of this, they are beholden to the corporate level which is where the “official” information originates that can give each information agency a reliable voice.
Scarce resources in the SF community are collectibles.  These can be anything from props used in filming to autographs to action figures.  The corporate figures obtain more power in this arena by determining what will and will not be released to the market.  They can also determine how much will be released.  An example is in the latest batch of Star Wars figures.  There were eight figures in the first wave that were packed 32 to a case with four of each figure being represented.  However, the battle droid came in four variations, so per case each variation was only represented once overall lowering the supply of any given variation.  The fans obtain power over scarce resources by acquiring rare items.  An example of a fan succeeding at this is Steve Sansweet.  Steve was a major Star Wars fan from the first day he saw the movie in 1977.  He began to collect all the toys, lunch boxes, school supplies, etc. he could find.  He even managed to collect many one-of-a-kind props.  As a result of all this, he eventually came to the attention of George Lucas, who was so impressed with Steve’s collection that he made him the Fan Ambassador for all Star Wars related projects.  Individual players such as authors and actors draw very little power from scare resources, even though it seems as if they should.  They rarely see the money from the sale of their autographs, are never allowed to keep any props or costumes from acting roles, and are not automatically sent merchandise related to their project, even if it includes their likeness!
The members of the SF community make use of structure, rules and regulations in much the same way as formal authority.  The corporate powers are the most powerful rule creators and enforcers, followed by individual players, information agencies, and the fans who have almost none of this control.  Power in this area is given to those members who can use the rules to their advantage.  About the only structure that fans create for themselves is “the line” at conventions and other gatherings.  However, this structure is flimsy at best.  An example is in the way fans recently stood in line for the toy stores to open with the release of the latest Star Wars merchandise.  The people stood in line patiently and politely until the doors opened.  Once inside, it was perceived that “the line” no longer existed, and chaos reigned free.
Control of the decision process is an interesting source of power.  The people at the corporate level would like to think they control all the decisions, but they somewhat constrained by the fans and information agencies.  Both of these strata have an indirect hold on the decision process because they represent public opinion.  If a large number of fans write letters, create bad press for a project, or even boycott a project, this can force corporate powers to alter the outcome of decisions.  Information agencies can create the same effect by choosing what information is released and publicizing high or poor reception of a project.  Surprisingly, individual players often have the least control over the decision process, especially actors.  Authors and screenwriters lose most of their control once the sale is finalized.  Filmmakers have more, but eventual decision power always lies with the corporation.  One exception would again be filmmaker George Lucas, but this is largely because he is head of the corporation Lucasfilm.
Although control of knowledge and information is still largely at the corporate level, it must be understood that this is only over the production of information, not the dissemination.  Thus, the information agencies have almost an equal power share here because their control is equal but of a different type than the corporate players.  The information agencies will often try to increase their power by securing an exclusive line to a corporate or individual source of information.  An example would be a major news magazine securing an interview with a filmmaker who generally never gives interviews.  Although individual players may supply the interviews to the magazines, for the most part, the choice to do so has to be approved at the corporate level, as does the content of the interview.  The fans are almost never in the position of creating new knowledge and can only disseminate what they have gleaned from other members of the SF community.
Control of boundaries is again largely managed by the corporate entities.  They have a vested interest in monitoring almost every aspect of the SF community to protect their interests.  What’s more, they have the resources to do the monitoring out side of their own arena.  Information agencies are also in a position to control some of the boundaries because part of their nature is to infiltrate one group, glean information from it, and spread the information to the other members of the SF community.  Again, individual players and fans are bounded by their position in the SF organization and do not have much control in this area.
The ability to cope with uncertainty is something the fans possess in the highest quantity.  These people have the lowest expectations for timelines of SF projects and are well-used to delays and cancellations.  Thus, they are better able to make last minute course corrections.  The corporate and individual players are often strapped with rigid deadlines and timelines and have more potential for catastrophe if those deadlines are not met.  Many of them are involved in more project than one and depend on both schedules to go as planned so that they can commit to each project.  The information agencies are equipped to cope with uncertainty because they are structured around a fluid commodity: knowledge.  Since what is known is always changing, the information agencies are able to plan for last minute breaking stories and get the new information out as quickly as possible.
The control of technology is a large source of power because it has so many facets.  Each of the members of the SF community that draws from this source uses a different kind of technology for a different purpose in order to gain more status.  The corporate entities, for the most part, use technology in project creation.  This includes special effects for films, digital animation for video games, and electronic transfer of words for a book project.  This draw on technology helps them to create ever more dazzling projects to delight the fans and increase revenues from commercial sales.  The information agencies make use of technology to transfer information in and out of their organizations as quickly as possible.  This would include everything from the telephone to the fax machine to the computer network.  The fans use technology in two particularly interesting ways.  First, they use technology as a means of communicating with one another and drawing themselves together electronically, even though they might be very geographically dispersed.  Also, they use technology to re-create project aspects such as costuming and props to help enhance their shared reality.  Although the individual players make use of some technology, it is almost always in the same way a corporate entity would and usually just a means of communicating with the corporate entities.
The use of networks and informal organizations is something that is largely avoided by the large corporations.  They much prefer all information and activities to go through “official channels” because so much of the action at this level is tied to property rights.  The corporations also force this sort of thinking on the individual players, though here it is not quite as strongly enforced.  The fans, however, rely very strongly on informal connections for organization of fan events and for shared information.  Although rumors and misinformation often hamper them, this does not keep the fans from using the informal networks both within fan circles and in communicating with the more official sources.  An example would be a fan who gains information about an upcoming movie because his sister is part of the set crew.  The information agencies also make use of informal networking as a means to getting a foot in the door to more officially sanctioned information.  Also, there is some reporting of what rumors are circulating, and to get this information, the agencies need to remain in close friendly contact with the fans.
Counter-organizations in the SF world largely consist of unofficial fan clubs or Internet sites.  Both the corporate players and the information agencies have a stake in shutting these down.  Unofficial sites are where many of the rumors about projects begin.  They are often purposefully started by these groups as either a joke or as a test to see who is listening to them (although it should be noted that some instances of misinformation are honest mistakes).  This can prove to be very detrimental to a given project as well as make the rest of the SF community lose credibility because of negative publicity.  Additionally, if too many people “buy into” a false organization, it can steel members away from an officially sanctioned one.  
Symbolism and management of meaning is not something that happens on a group level, such as in a corporation or information agency, but on an individual level.  At the level of the individual players, the actors are the members of this stratum most likely to be concerned with this power source.  Since they have so little formal authority or control of information dissemination, their power stems from public perception.  By taking part in SF conventions and documentaries, they give the appearance that they care about the SF project as much as the fans do.  The fans themselves draw power from the symbolism largely in the way they pull elements from a shared reality, such as the Star Trek universe, and make those elements part of their outward appearance.  The more “authentic” a costume appears and the more recognizable an element it represents, the more the fans are able to raise themselves in the esteem of their peers.  The more correct the details and craftsmanship of an outfit is, the more knowledgeable and legitimate its owner appears, and therefore more dedicated in his or her personal fandom.  
Essentially the fans are the ones who draw power most heavily from gender roles, and they do it in an unexpected way.  Through years of exposure to forward thinking science fiction that portrays men and women as more equal, the fans are sometimes more likely to adapt this attitude and not let gender stereotyping get in the way of clear communication.  This makes for a much stronger network in the fan community and helps them to build themselves as a power base.  Although members of other strata may have acquired a similarly balanced view, the fan stratum is where one can see a more conscious effort to promote equalitarian thinking.
Fans are also the ones most capable of drawing power from the structural factors that define the stage of action, mostly because they are these structural factors many times!  They are the ones who determine what sort of a reception a project receives and what sorts of information they wish to hear.  Additionally, they form an indirect link to the other structural factors such as economic base and geographical distribution.  Because of this, the fans can use these elements to not necessarily direct the action, but at least suggest a course to the powers that be.  An example of this is when the corporate movie studios decide to which theaters a movie will be released based upon the fan data they have collected.  Also, the fans are less susceptible to changes in the structural factors because, as was mentioned above, they are the people better equipped to deal with unexpected changes.
The final source of power in the managerial culture is the power one already has.  This is a power that is accessible to everyone except the fans.  Movie house, publishing houses, authors, actors, and libraries may already be established in other communities long before entering the SF organization.  For example, Patrick Stewart, who became most noted for his role as Captain Picard on Star Trek: The next generation had done extensive work as an actor in the Royal Shakespeare Theatre for many years.  The S&L Library began as a smaller collection in the very notable Denver Public Library before separating and becoming its own entity, however, the long association with DPL lends the organization more authority as a library unto itself.
Organizational Heroes
The SF community is like most other organizations in that it has heroes.  Many of them are the “big names”: actors, actresses, authors, producers, and music composers who have, “made it big” in the field.  However, not all of the heroes are as easily recognizable to the general public as to those within the SF community.  For example, the aforementioned Steve Sansweet is a name that not many people have heard, yet if one is heavily involved with a Star Wars group, one cannot help but learn the name eventually.  The same is true of many, “local heroes.”  An example of this would be the people who organize a particular SF convention year after year.  Eventually, the fans come to know the MC, the registration table workers, and even the individual security guards by sight, if not by name, and give that person the respect deserved.


Myths and Stories
The myths and stories in the SF community are very prevalent.  Not only is most every project wrapped around a particular story, but there are many fan and behind the scene stories as well.  An example of this would be a person with an exciting tale of stealing a discarded prop from a salvage company, or a person who was able to be a member of the test audience for a project.  These sorts of stories and myths may get told hundreds, if not thousands of times—especially since the advent of newsgroups and email—before becoming no more than an urban legend.  Individual players at conventions usually tell the behind-the-scene stories.  These can be of a wide variety, but the most successful ones usually deal with backstage humor and practical jokes.  This allows the fans to feel as if they are a greater part of the project than just an audience member.
Taboos, Rites, and Rituals
The fans are the people within the SF organization most concerned with this cultural aspect.  They are the ones who enjoy drawing on a shared reality cloak and pretending to be a part of that world.  To do this properly entails role-playing and characterization.  There are certain hand gestures and turns of phrase to be enacted in order for the fans to recognize the shared reality in each other.  For example, the phrase, “Live long and prosper” accompanies the Vulcan hand gesture as a greeting.  The correct response to this is to make the same gesture and reply, “Peace and long life.”  There are many others that are determined by the structure of each shared reality as it was presented in the original project state.


Cultural Symbols
These are perhaps what the outside people can most easily spot within the SF organization.  They include costume, accessories, makeup, toys, space ships, hand gestures and jargon.  These are the points of each project that are the most identifiable and help the fans react to one another within a shared reality context.  At conventions, for example, one can see people move out of the path of a well-done Klingon just because the costume makes the other person look so intimidating.  These symbols are also the trademarks that transcend language barriers.  A poll in 1985 asked people on the streets of America what they thought of first when they heard the words, “Star Trek.”  An overwhelming 87% of them answered Mr. Spock, plus additional references to pointed ears (Love, 1985).  In 1996, Jeff Greenwald interviewed the Dalai Lama about Star Trek.  When the topic was first broached, like the Americans, “He recalls with hilarity ‘the man with the big ears’: Spock.”  This is proof that the imagery is transcendent of nationality.
Organizational Values of the Library
As it grows, the S&L Library will be a unique organization because it will straddle the world of the SF community as well as the network of public libraries.  The goal is to create a value system that embraces all the values of the SF community since they are our users, as well as upholding the merits of a public library such as good service and free access.  All of this should be in keeping with our mission statement.
Managerial Culture of the Library
Our library will be built on the value of shared decision-making power.  This is in direct relationship to the stratified heterarchical structure of our staff, as will be discussed below.  Within this shared power, the library plans to assign value to all staff input and, as do our patrons, embrace diversity and originality.  We want to continually be breaking out of the box, so to speak, so that our service never stagnates.  We also will encourage open and honest communication among the staff members as a means for all our other values to be upheld.
Organizational Heroes in the S&L Library
 Our library is still in the planning stage, so we have no existing heroes.  However, these are the types of heroes we hope to attract in our organization.
·	The TechnoGod—This will be the person who can fix any computer problem whether software or hardware and will be the person who keeps watch for technological innovation.
·	The InfoMonarch—This person will be the sort who can answer any reference question no matter how obscure the citing.
·	The Schmoozer—This will be our grant writer and public relations specialist who will focus on the library’s image and sponsorships.
·	The Visionary—This person will be the one who has a strong intuition about the direction of the future and can help provide guidance and leadership to our somewhat headless organization.
·	The Kid at Heart—This person will be valuable as a connection to children and young adults, but will also help the library maintain the wide-eyed wonderment attitude so prevalent in SF literature.
Myths and Stories of the S&L Library
Our myths and stories will be generated externally and internally.  Externally, we hope to continue to find stories that place libraries and the SF culture in a positive light.  This will be important for keeping up our employees’ morale.  Internally, we hope to generate our own success stories of staff members helping patrons find what they need and also helping themselves to grow and learn.  The needs of our staff are just as important as the needs of our patrons, and success stories are a great way to meet the enthusiasm needs.

Taboos, Rites, and Rituals of the S&L Library
This is an area of our library that we hope will not become a part of our culture.  We want to maintain a free structure where ideas can flow more easily between and among the staff and patrons.  As previously mentioned, what structure we do have is heterarchical in the hopes that no one’s ideas would be squashed in a power struggle.  Rituals will be discouraged because we do not want to generate an attachment to traditional ways of doing things and hope to encourage innovation in all areas.  This is a hallmark of the SF community value, and it should most definitely be included in our library if we are truly to represent the SF patron.
Cultural Symbols of the S&L Library
Our main symbol is the butterfly.  This represents our idea of a changing, growing, mobile, free organization with a small central body and large flexible wings with which to reach towards the outside world.  The symbol also represents “the butterfly effect” which is the idea that small currents made by our wings can have a very large impact on the world someday.  We also have incorporated the shared reality of our slogan, “Come to read… Stay to learn!” which addresses our inviting atmosphere, the way we want to develop firm relationships with patrons, and the idea that we will be a recreational and informative library.



The Collection, Technology, and Environment
The Collection as Organism
Everyone who is a part of the S & L Science Fiction and Fact library will have an opportunity to participate in the collection development process on a rotating basis if they so desire.  "It is in everyone's best interest to know what to expect in the future of one's profession.  Science fiction novels are one source of knowledge and inspiration for those who are willing to explore it." (Wiseman, 1994, p.198).  Flexibility is a key value in the development of the collection. A response to changes in user needs will protect the collection from obsolescence. The collection will be an evolving, dynamic entity.
	Part of the collection process will need to be mechanistic.  A large volume of materials needs to be processed in an efficient and orderly manner within a minimum amount of time.  Four of Taylor's principles of scientific management are used in the mechanical processes of traditional technical services.  This involves training the worker to do the work efficiently, but with humanness left in, not stripped away. Mindless automata make frustrated workers.  There is a standardized routine of material purchase and process.  Production will be important because prompt patron service is valued. If the library processes a small amount of materials, less of an assembly line process will be needed.  Alternative means of production will be considered and implemented if someone can be creative in relation to mechanical tasks.  
	The collection-technical services part of the organization will be a "team running its affairs from a single office. The team will build and use its knowledge of market demands and customer requirements, potential suppliers and partners, and bring them together through sophisticated electronic links to respond quickly and painlessly to changes in fashion and economic circumstance."  (Epstein, 1998, p. 8).  This is the organism responding to and monitoring its environment to ensure its survival.  The collection team will need to be flexible.  Instead of a top down structure, as in Taylor's scheme, every member of the team will have input into ways to improve production and analyze the market. A diversity of skills and toleration will be needed.  Based on the metaphor of organism, the collection team will be maintaining its own balance and responding to the environment.  This interaction will occur naturally as the team interacts with the internal and external environment of the library.
	How stable is the library environment?  How stable is the science fiction culture of corporations and fans?  Will there be continued growth and interest in science fiction or will it die a natural death?  How dynamic a market will it be?  Can the library create a market for its information products and services?  These questions will need to be continually addressed by the team.
	Most people want novelty.  Doing something new motivates people.  Somehow this element will need to be part of the collection team.  Someone who does nothing but process books will be given opportunities to do something new.  Sharing jobs and tasks and cross training might help develop that process. The members will be afforded every opportunity for training and development.  Internal conflict will need to be dealt with in a kind and compassionate manner.  The personnel that make up this team will need to be persons with good people skills as well as good technical skills.  " In terms of effective management, close attention has to be paid to the conflicts that inevitably develop, and team members need to possess a high degree of collegiality and interpersonal skill." (Morgan, 1996, p. 54). Hopefully the team will blend naturally so that everyone's strengths will be used.  The team will need to monitor itself so that the organization does not become a psychic prison.  As the organization changes the psychic prison metaphor can be used to understand the dynamics and challenges of that change. Just as the human body possesses t-cells and microphages to fight off infection, so will the Human Resources Department have to eliminate or cure the infectious person who seeks to destroy or undermine the library. Disease must be cured.  Conflicts must be resolved that have a destructive influence upon the organization. These conflicts might be used constructively to generate new services and ways of doing business.
	Borrowing behavior could be tracked and the results could be mapped and the information could be used for suggested collection development  (Morgan, 1999, p. 34).  Tracking materials and services that are used most often could help determine what our patrons really want and are using.  "The history of libraries shows that libraries were traditionally storehouses for books and records…the role of storehouse is becoming obsolete.  The key to future success is emphasis on the evaluation of data and information for the purpose of fostering knowledge and wisdom"  (Morgan, 1999, p. 35).  The collection and services would be marketed to all who have an interest in science fiction or anyone who wants a fresh look at the future. 
	The collection team will be self-organizing. It will determine its own structure.  The team will strive to adapt and continuously improve the quality of the collection as well as the process so that patrons can get the best materials in the least amount of time.  Collection development would work as a living system.  Innovation, collaboration and economizing will need to be highly developed.  Order will hopefully be created without central control.  Everyone in the collection team is responsible to improve the efficiency of any process in the collection.  "The market changes so quickly that an organization can survive only by engaging the eyes, ears, minds and emotions of all individuals and by encouraging them to act on their knowledge and beliefs" (Petzinger, 1999, p. B4).  The library must evolve and adapt to the market it serves or become extinct. 
The Collection
	The collection will center on the genres of science fiction, fantasy, technology and the history of science.  The collection will contain: science fiction and fantasy art books, non-fiction critical works, subject reference tools, out of print materials, original manuscripts, correspondence, audiovisual and multimedia materials, fanzines, comic books, video games and web sites covering the past, present and future aspects of science fiction. The collection will also cover some science such as, math, physics, electronics and computers.  This would include the high tech aspect of the library. “In my own experience, I have the opportunity to visit LOTS of libraries and I have a propensity toward science and I notice a VERY distinct lack of materials in areas of interest to me ... Mathematics, physics, electronics and computers. It seems to me that while this did not used to be mainstream stuff, these are subjects that must be given at least SOME attention in the library.  While I don't expect to see textbooks on differential equations, there should at least be a basic calculus book in every library ... a good one. There should also be good physics and computer stuff.  If libraries are going to have to justify existence, as Ms. Bolt is suggesting, libraries will need to beef up their tech holdings... the future seems headed this way."  Jeff Bobicki.   This is a high tech view of the public library.  It should be taken for granted that some of this should be in the collection, since the emphasis is science fiction.
	Some of the more obscure works of SF will be either out of print or simply lost.  Some of the classic items such as Amazing Stories, the first science fiction series, newspaper articles, short stories and other books might be available in electronic format or microform.  Out of print booksellers and donators of science fiction collections should be contacted.  An attempt should be made to solicit donations of sci fi material on the net and other sources of advertising.	
Science fiction reference books in print and CD format would be added to the collection for the serious scholar and researcher.  It would be helpful to house all the science fiction books ever published, but that might be impossible.
	Comic book collections of science fiction and fantasy are a large part of the  genre. A sci fi/ fantasy video game collection would be available for checkout, including the bestsellers.  We will encourage the video game producers to use the library as a testing ground for new games.  A video game room would be a nice touch.  This element would attract many young adults and children.  
	Many works of science fiction and fantasy are available in full text online.  This includes many classics, short stories, fanzines and reviews.  Science fiction has a large presence on the world wide web. The web should be continually monitored to help awareness of what SF aficionados are looking for in the literature.  This would be the responsibility of the outreach team.  Many science books are in a series; duplicate copies would be necessary.
	A thorough approach to collection development will draw on a variety of sources, including reference people, check out conversation, and the science fiction community. "Libraries have always provided access to information, but with the proliferation of electronic publishing the issue becomes one of intellectual access over physical access. The collection is made up of links to information, rather than items on shelves. The goals and the methods are very much the same."   Kansas City Public Library Technology Plan.  The collection is also about connecting people with each other.  It is important to have personal links with the SF culture.  Much of the collection development process will occur through virtual collaboration, sharing resources and ideas over the net, chat rooms and Usenet groups.  This web of links would touch all the players: corporations, individuals, fans, and information agencies.
Technology
Technology is a tool, no more and no less. We only need that technology which aids our users in the process of information transfer. The technology needed to operate the library for patron use should be current and continually updated as needed. Technology would include a computer lab, an Imax theatre, teleconference facilities, and a video arcade room.  Any materials used in the aid of information transfer could be considered technology. The benefactress will supply ample funds for state of the art technology available for our purpose. The staff should select an appropriate circulation system and PAC system.  Software would be selected based upon ease of use and flexibility.  Various machines will be needed, PC's, LAN's, printers, microform readers, motion picture projectors, photocopiers, VCR's, recorders, cash register and any other equipment necessary.  Technology will need to be monitored and continuously evaluated to determine if the needs of the user group are being met.  Technology must also be integrated with the rest of the collection. The process of technology planning through community input would be essential to the machinery that is implemented.  The services from this technology are both tangible and intangible.  Tangibles include books or any information-bearing object.  Intangibles are the knowledge and wisdom gained from the information.  
Technology should be about people.  It should facilitate the transfer of information to the users of the library.  There is a need to integrate the human and technical aspects of work (Morgan, 1996,  p.38).  The technical system that we choose will have consequences upon the human factor.  We want to ensure that that patrons and staff will not be turned into automata because of the technology, or that the social consequences of the technology creates unpleasant social problems.  We would want to find a way to reconcile human needs with technical efficiency. This human technical interdependence must always be kept in mind. (p. 38).  Libraries are very social places.  Some of the SF literature sees the future library as a completely computerized or roboticized library where the human element is absent except in the personality of the machine.  Would this be a social center as many libraries have become?   Do we want that kind of a library?  It might be a reality in the distant future.
Environment
The purpose of the SF library is to promote and disseminate science fiction to the public, researchers, scholars, writers, filmmakers and others who are interested.  Publishing companies, bookstores, filmmakers, and other organizations that produce SF fantasy literature would be our primary sources of supply. Our market includes all that are interested in SF, corporations, individuals, fans, and information agencies. "Our aim is to promote a discriminating appreciation of SF, by providing facilities, materials, technology and support for local and global patrons who have interest in this area. The high regard we hold for the people we serve, their purposes in our library, and the work we do will be insured by our conscious participation in the creation and maintenance of a healthy, vital environment for patrons and ourselves."
	The market for SF is made up of four segments.  (Sawyer, 1996, p. 42).  There is the internal market made up of staff members who use the facility.  The second market is the researchers and students who have an academic interest in science fiction. People from all over the globe might use the facility for research.  The media determines the third market. People from newspapers, radio and television stations will have requests for information.  Popular media will have a great influence on this endeavor.  Media markets popular SF films, collectibles and books by its power over the buying public.  It responds to popular interest in science fiction by promoting more.  There's gold in them there hills! If the media loses interest in SF the impact would be noticeable in the library.  Interest in SF has been steady for at least 100 years and seems to be increasing.  The fourth market would be the general public.  Most people use their local public library for a median level of science fiction interests.  Some libraries have patrons with a strong interest in SF, but a very limited collection.  The S & L Library could provide them with a much larger and informative collection.  The library must identify its market and then organize its resources and promote them to the market. This will be accomplished at major science fiction gatherings. Ever increasing change due to technology will accelerate this interest in SF.  Everyone wants a glimpse of the future and that is what SF provides.  SF films are box office hits, like the current film Matrix and the new Star Wars film.  This is good for the library, it can draw people in who want more information on the concerns the film raises, or want the book the film was based on.  Likewise, if society sees science fiction as a threat or as “tales from the dark side" and the genre falls into disfavor, a serious threat to the library would exist. We are now a global society, but a shift in national values could be a possible threat to the library.
   
Social Structure
The staff of S & L Library will have diverse backgrounds but share a strong interest in science fiction. The entire staff will network with the science fiction community to inform a current knowledge of new authors, websites, and literature. Those on the outreach team will travel to science fiction gatherings. A continual awareness of current issues in technology is valued. The library will create its own niche by providing these unique services to all these science fiction lovers. 
	A large part of the library will be virtual.  The response to the virtual environment will be the library's web page.  This will have to be a magnificent piece of work.  This will be a major part of outreach into the global market.  It will also be a major source of input.  This will enable the library to be present in the virtual sci fi community, which is very large and international.  This will provide the SF library with many opportunities for expansion and diversification.  The Internet presence can be used for the acquisition of new knowledge, technology and personnel.  It can be used to gather input on what users would like to see in the library.  What services are useful and what needs to be eliminated.  There would be a lot of email reference work too.  Computer conferences and chat rooms would also be a part of the online experience. The explosive growth of the Internet will provide many opportunities for the library to grow and develop. Social organization 
Our library plays many roles.  It is not only a place to store information, but it also provides areas for contemplation, study, and scholarly discourse.  It is a place where our  physical and virtual communities intersect with print and electronic media.
In order for the S & L library to meet the needs of our staff, patrons, community, and benefactress, we have established a framework on which to attach the component parts that make a library run smoothly.  Historically, libraries have been rigid, hierarchical domains. The librarian was charged with protecting the books, while patrons were to be seen and not heard. Today, the library is acquiring a more organic identity.  The librarian now serves as a conduit, or passageway, for information transfer.
 The living cell is the model for the social structure of our library. The cell is a dynamic system, interacting with the environment while maintaining internal integrity.  It seeks to sustain a homeostatic state by responding to its surroundings in a timely fashion.  
In our metaphor, the cell nucleus contains three interrelated departments: Internal Administration, Information Technology, and Human Resources.  Subunits of these departments fan out around the nucleus enabling the quick transfer of ideas while monitoring changes in workflow.  The subunits of Internal Administration include interlibrary loan, circulation, acquisitions, and reference staff. Information Technology is responsible for 1.) Media, which includes conventions, and the Imax Theater, and 2.) Outreach, which includes the virtual environment and the Cybermobile.  The Human Resources Department is involved in staffing, coordination and implementation of inservices and educational training.
The formal design of our library is based on a modified heterarchy while the subunits are arranged according to the dictates of that particular department.  We believe in an open system approach to organization.  We embrace the contingency theory that states that there is no best way to organize; the form depends on the task at hand.  JoAnn Woodward  believes that different demands impose different technologies on individuals and that needs have to be met through appropriate structure (Morgan, p. 49). This idea can be illustrated in specific areas of our library.  Interlibrary loan is an area that seeks a mechanistic approach to the job tasks.  Each ILL request requires a hierarchical approach based on finding and ordering the requested material.  In contrast, the flux metaphor could characterize the virtual environment of the Outreach area; interdisciplinary team projects, forming and disbanding as tasks are completed.  Rapid technological changes in this area require that jobs need to be flexible and open-ended. The core of our organization, three interrelated departments, embodies a loosely structured heterarchical approach to organization.  
 Our form of management style is intended to remain flexible.  Fundamentally, we encourage an employee-centered style of leadership.  Our employees actively participate in a democratically styled work place. We are aligned with the principles of human resource management, and we believe employees should be given as much autonomy, responsibility and recognition as possible (Morgan, p. 36). Lynn Mercer of Lucent Corporation did just that by giving her employees not just the right but the duty to improve the efficiency of any processes (WJS 2 /99, B1). Our staff strives to respond to the environment, adjusting to changes and 
 The library recognizes that communities of practice exist within the culture of our organization. ( jrn for quality and participation, p. 30). To ensure stability and avoid fractures within the system, we have developed an Intranet that communicates common processes and delivers the just-in-time information that our employees need to do their jobs.  Among other things, this tool provides checklists, diagrams, and quick-reference keys.  These nuggets of training are especially helpful when trying to remember how to do a task that is done on a quarterly basis.  Job guidelines, and policies and procedures are also available.  We have found that this system provides a quick way to update information, as it is readily available for employee use.    
We encourage our staff to actively pursue educational opportunities by reimbursing tuition costs.  We believe that a well-rounded individual is an asset to our organization as well as the community.  As Wheatley expounds in Leadership and the New Science, by developing the rich diversity of our employees, our investment will be returned to us enhancing creativity, and neutralizing negative entropy.  
 We believe that libraries should be proactive rather than reactive.  One of our primary concepts involves using patterns of behavior.  We analyze the circulation records of our patrons, and with their permission, develop a patron profile of borrowing behavior.  For example, when a patron enjoys books on computer science, we use subject terms or authors names from the borrowed books and forward a list of suggested titles or authors that the reader might find interesting.  When new books are brought into our collection, that fit the patron pattern of use, they are notified by e-mail. 
We also use patterns of behavior to tailor our library newsletter, the LibWire.  Author names, call number ranges, and subject headings are used as databases to determine our patrons’ areas of interest.  The LibWire uses this database to focus attention on upcoming seminars, training opportunities, lectures, and cultural events.   
 	Another way that we interact with our environment is the Cybermobile.  This transformed book mobile is used to transport computers to rural libraries.  We show children and library staff how to use the computer and introduce them to the Internet.
There are only a few major science fiction collections, assuring that the S & L Library occupies a distinctive niche in the library world. Organizations employing the open systems approach to management must maintain an appropriate relationship with the environment if they are to survive.  To maintain our status as a successful organization we work to establish the good fits between our various systems, subsystems and the environment. 
Our Human Resource department takes the first step in preventing incongruencies in our library.  The hiring policy has a direct impact on the alignments between different systems.  We view Maslow’s hierarchy of needs as a sound foundation on which to build an integrated library staff.  We employ people who seek challenge and involvement, take the initiative, have no fear in asking questions, who are team players and consensus builders.  We need people who have the potential for learning new things.  The cyclical model of Darwin’s theory that includes the steps of variation, selection, retention, and modification might well apply to our hiring process (Morgan, p. 61).  Dysfunction can be prevented by a continuous cycle of input, internal transformation, output, and feedback  (Morgan, p. 43). 

The second step we employ to prevent misalignment within our library systems is a two-part venue: rotating schedules and cross training.  We feel that loosely structured department boundaries can be maintained by employing these ideas.  Some aspects of technical services that are more specialized such as ILL or cataloging could be offered to interested staff after a period of acclimation.  Both cross training and rotating schedules would help develop a web of inclusion by helping staff understand the challenges faced by their co-workers.  This will also allow the staff to look at the new job environment with a fresh perspective, perhaps bringing new insights that could be incorporated into the daily routine.
 	Organizations and their relationship to the environment are ongoing processes, subject to modifications and innovations on a daily basis.  The S & L Library is not an exception to this.  We believe openness and flexibility are the keys to survival in today’s world.  A balanced focus on strategy, structure, technology, and the human need aspects of the library help us to achieve our goals.  We must keep in mind that there is a wide range of options; “quality of choice” is the key phrase to remember.
Using the cell as an organic metaphor enables us to describe the atmosphere of the  S & L  Library as an organization that tries to balance the interior of the environment with the surroundings.   We have adapted Wheatley’s idea of sharing information as one of the organizing forces of our organization by instituting an Intranet and using the Internet.  We respond to our environment both internally and externally by utilizing a combination of technology and structure.  Management styles reflect the needs of the particular area.  Our model is based on a system in which information flows bidirectionally according to inputs which energize the organization, outputs that manifest themselves by services that are efficient and effective. We believe that this metaphor best represents what we need to have in S & L Science Fiction Library. The topic itself belies any other form of organization. 

Physical Structure
	An organization’s physical structure, the building in which it’s housed, can both underscore a corporate philosophy and contribute a value-added environment. In fact, if a building does not add value to the purpose of an organization, an opportunity to increase its effectiveness, credibility, and identity within a community, is lost. It will be a goal of our planners to amplify the fulfillment of our basic requirements into an aesthetically and functionally distinctive facility. At this point in the planning process we are weighing the merits of renovation versus new construction. Each will impose certain characteristics on the facility planning process. 
Involving ourselves in new construction allows us to explore an effective way to organize when there is a defined goal. This is a complex project that requires input from many sources. The superstructure of project organization should support a linear process for acquiring approvals and establishing deadlines,  but there is no need to dictate methodologies to the variety of consultants hired for their contributing expertise.
 The first level of organization will include volunteer staff from the library who have proven leadership abilities or  experience in planning, design or construction. Anyone on our staff who has experience in any of these areas will be encouraged to head a team. This process of forming teams illustrates a principle of an organic organization. Assuming there is a diversity of membership within the teams, contingency theory states that alignments and good fits are likely to occur thus assisting the teams in adapting to their environments of problem solving (p. 44, Morgan). Although it could be said that appointing an expert to head the team recalls a bureaucratic structure, a more relevant understanding of team structure would be gained by seeing how the leaders select team members and how those members interact within their teams. This in-house team will be responsible for acquiring our technology and facilities management plans, figures for projected growth in technology needs, collection, and staff and the equipment that is required, projected user traffic statistics based on community analysis. This will be provided to the design team. Many times, when an organization begins to take a close look at its internal relationship and procedures, it goes through a period of instability and reevaluation, and change may be the result. Our process has to be open to that possibility.  The potential in accommodating this type of change will be to introduce delays in the project schedule. We will include contingencies in the planning schedule to absorb delays. This is one of many instances when we expect our organization to respond to its environment during this construction project. Contingency theory, developed in the 1950’s and documented the move away from mechanistic organization principles,  states that there is no one best way to organize. The appropriate form will emerge based on the given task or environment (Morgan, 1997, pp. 43-45). This theoretical system  supports the organic approach to organization and management and has application to most modern business models. 
From there, assembly of  a building committee and the interview and hiring of the design team, general contractor and library design consultant occurs. Ideally, the right combination of people and organization methods will produce the facility that is right for us. It is our expectation that this group of consultants who are professionals and each others’ peers, unified in working toward a shared goal, will create their own trustworthy autonomous work system, a closed system as described in Morgan’s discussion of closed systems and complexity theory (1997, pp. 251-300). It is our belief that this will provide a structure that will allow them to be the experts that they are to arrive at the solutions that we could not achieve on our own.
The enactment of a shared reality is also core to the success of the outcome. We must find this at the macro level of S & L Library and then repeat it within the building team. There are multiple factors that will lead to this position. If we have picked the right design team, communicate clearly and often, banish any rogue notion of micromanaging and, most importantly, establish mutually acceptable minimal design specs, the result should be the value-added, distinctive facility we desire. Because our mission We agree that the following minimal specification s, reflecting our mission statement, have priority and must  be considered in the design and construction of our environment.
1.	Value our patrons and staff by supporting the work they do in our library. Provide ergonomic furnishings; task, ambient, and natural light; acoustical privacy; efficient adjacencies between   work areas, equipment, support technology and supply storage. 
2.	Provide a healthy and safe environment. Ventilation , air handling, mechanical systems, operable windows, fire protection, exterior lighting on paths and parking lots.
3.	Assist dynamic interrelationship by providing a variety of environments for a variety of tasks and types of communication. Telephone systems, fire alarms, acoustical considerations, areas of complete privacy, small conversations, larger meeting rooms, 
4.	Consider the potential for change and growth by specifying flexible building systems, modular  wall systems, power grids in floors and ceilings as well as. Program in unfinished space to accommodate future growth requirements. 
5.	Make it beautiful. Human scaled rather than monument scaled. It can reflect our futuristic orientation or provide a contrast to it.
6.   Maximize our ability to enable every aspect of the information transfer process as it pertains to our organization. This will be the result of a successful planning process. Every decision and implementation is directed toward this objective. 

Goals and Strategies
 The character of our library centers around the literature and culture of science fiction, our patrons, our service, and ourselves. Success in any one of these areas is dependent on the strengths of the other three. This interdependence is neither a strategy nor a goal. It exists is a truth we have each observed in our individual work histories in libraries and in other professions. We have an empirical understanding, of interdependence. It is a dynamic condition, an energy that fuels our organization’s culture, technology, social structure, physical structure, and associate staff. It is the basis of the healthy, vital environment in our mission statement that we want for our patrons and ourselves. The degree to which we enable this omni-directional quality indicates the level of our commitment to what we have found successful in organizations. 
Within this environment of dynamic interrelationship, our library’s specific goals will emerge, dominate, and recede as external and internal influences evolve. Concomitantly, the strategies we employ to meet these goals will vary due to the nature of the goals.  A necessary part of this mix and less mutable than goals and strategies, is the core value that drives our conscious participation in the creation and maintenance of a healthy, vital environment. That is the primary value we place on being a dynamically interrelated organization. Dynamic interrelationship becomes the constant around which our library will organize and disorganize.  Interestingly, in the act of saying this, the goal emerges to keep our values in the forefront as we communicate issues pertinent to our organization.
We find that when values enter into the discussion of goals and strategies, the distinctions between all three of them begin to blur. They overlap and interrelate. A goal is a value is a strategy; one operates as another. There is a timely significance concerning our notion of strategies and goals in the terms “adaptation” and “continuous improvement”. These are terms that Thomas Petzinger (1999, p. B1) lists as the strategic objectives of the current nature based business model. Whatever we call it, goal, value, strategy, our method of nurturing dynamic interdependence within our organization lies in our commitment to change and ongoing learning.
Change is fundamental, not just in our library, but in life. Because of its ubiquity we could ignore it knowing that it will occur in spite of our engagement or indifference. Since it is inevitable, and we value it, we will do well to accept its presence within our organization and strive to understand how it works. In doing this we take the first step toward accepting Maturana and Virala’s notion of autopoiesis (Morgan, 1997, pp.253-255). It explains change not as an outside influence from the environment, but as a constant within a system. Maturana and Virala were reluctant to apply their ideas to anything other than a biological system. Others, however, have extrapolated that a living system, whether biological or organizational, closes in on itself and becomes self referential, thus developing its singular identity. The pattern of interaction within is circular, with no beginning and no end. Change will come about through variations within the overall system. Processes of serendipitous interconnection and innovation are two examples that can lead to new forms of self organization within this logic. An important concept that accompanies this description of change is that one influence of change, such as a new innovation, affects a change to the whole organization, not in just one or two discrete areas. In terms of a library, introducing one new procedure at the circulation desk such as the replacement of staff-scanned checkout of materials with self-conducted patron check-outs would define two totally different organizations. In a system of flux and transformation, the considerable degree of diversity in tasks and random interactions with patrons in libraries identifies a type of instability within this model that indicates a resource for change. In this instance, instability exists when the reason to continue performing a task in the same unquestioning manner is put into question. For instance, if a new employee is observed by an established employee to be desensitizing  magnetic security strips by swiping two books at a time instead of the regulation, management-approved, one-at-a-time method, and no piercing beeps emit from the security gates as the book-holding patron passes through, a bifurcation is experienced by the observing employee. The influence of change known as an attractor has the potential at that moment of bifurcation to overcome old patterns and establish a new dominant attractor pattern which is a more efficient way of desensitizing books. By persisting in this attactractor pattern that risks management’s disapproval, the pull of the next attractor might be toward a more significant change, such as a broad skepticism of management’s inviolability. If that situation were to come about, management could consider two possible courses of action. One course would be to rely on the strength of the established attractor. If a change in the perception of management is not required, the pull toward the new attractor will not be very strong. If a true threat to stability were perceived, management could create a new context by actively seeking and implementing employee input on efficient procedures. Though much of the language of complexity theory seems to reduces the profile of management’s role in organizations, Thomas Hout in reviewing Open Boundaries: Creating Business Innovation Through Complexity by Howard Sherman and Ron Schultz states that skilled management will always be a main factor in the success of an organization and need not be counter to the emerging complexity theory of organization (1999, pp161-163).
In an organization modeled on the brain metaphor, it is recognized that the stimulus for change comes from external environments. Within the terms of this metaphor, all environments are considered to be external whether they are the population demographics in the library’s community or an intangible environment of friendliness within a library. Since change initiates in the environment, an organization must have the capability to detect pattern changes, evaluate their significance, and know if any adjustments or corrective action is required to maintain functioning (Morgan, 1997, p. 86). Homeostasis is the desirable state between the brain organization and its environment. This relationship exists through negative feedback. In a complex, open-ended organization such as the  S&L Library is right now, this method of evaluating our performance tells us what we need to know. If problems exist in our collection, with our quality of service, or with our staff, signals such as a drop in circulation and use statistics, absenteeism, or employee turnover will necessitate a response from our organization that will correct those changes. However, environments exist because we define them as such, and our or any organization runs the risk of monitoring the wrong environments or missing one not perceived as important.
There is another aspect to brain organization theory that has application for our organization. That is the holographic nature of brain function. The dynamic interrelationship of our library finds a true compatibility in this model. The decentralized communication networks and databases that engage our remote users reiterates the metaphor as does our associates’ commitment to the purpose of our library. The ability to reconfigure in response to a change in one of our environments is possible because of decentralization, communication connections, and minimum specs.
Our organization is committed to learning. Our strategy has two parts. Glenn Jones addresses one of these in The Organization of the Future when he predicts that in the 21st century, leadership organizations will be part technology based, part customer service oriented, and part adult schoolhouse. Indeed, its most distinguishable trait will be a culture of continuous learning for all of its associates. These structured opportunities will be made available through Human Resources, local colleges, and training agencies and will upgrade and update job skills and help people meet personal goals. This type of learning can be accommodated in flexible work schedules. Assessment of this type of need could be conducted by departments or individuals. Conditions in our organization that benefit from ongoing learning are rotating job responsibilities, diversified roles, associates’ self evaluations, temporary team configuration, the management of our facility and our information technology. It is not unusual for organizations to offer this kind of benefit of employees. What is more dificult is incorporating systemically integrated double loop feedback into day to day operations. When this is successfully implemented, people are able to foster ongoing learning by freely communicating what does not work well and knowing that their evaluation will be seriously considered. This is another dimension of negative feedback that can create a self-organizing response. This does not happen spontaneously in organizations It requires a type of support within the organization that will take a negative evaluation toward a corrective solution. There must be methods in place that will actualize a solution process. 
The ability to be self critical is especially important to an organization like ours. Organization theory uses the term self-centered egocentrism. This applies to our library , and the benefit is, we have another opportunity to learn by looking at our own organization. The reason for that is we exist in an environment of specialists. Our need, to develop an excellent collection of science fiction materials is not only our charter but a necessity in developing a profile in the community of science fiction specialists. In providing the facilities and the promotion for forums of unpublished and established writers, artists, and creators in this genre, creating and designing online chat groups, and traveling to major sci fi gatherings, we are committing to a diversity of services and pro-activity for which few precedents exist in our profession. Also, science fiction suffers treatment as a second class genre, and in many ways, that is all that fans demand. We must risk becoming an egocentric organization for a while as we strive to influence a change in that expectation by becoming a strong literary presence in a market-driven milieu. While egocentrism helps our organization become better at what we are and want to be, the risk is, we can become transfixed as Narcissus staring at out own image.  Of course, we do not wish to be paralyzed by egocentrism. We take note that just as we actively seek feedback from our patrons, we also seek it in the environments of distant sci fi gatherings and from the artists and writers that come to us. 
Responding to this variety of environments will  require change and learning, the antidotes to paralysis and the energy behind our dynamically interrelated S & L Library.
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