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Ask and Listen!

Instructions:  

● Ask each other these four questions ( 1 

person goes through all four then switch; 3 

min each)

● Return to main group to share highlights of 

what you heard / observed
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https://theharwoodinstitute.org/tools-blog/ask-tool
https://theharwoodinstitute.org/tools-blog/ask-tool


What is the Harwood Approach?

Inspiring community leaders to build public knowledge 
and foster innovation to build a better futureŒ
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Those who do this work are Public Innovators

“Public innovators are pragmatic 
idealists. They hold a deep 
understanding of the reality of their 
community and, at the same time, 
incessantly tap their imagination to see 
possibilities for a path that leads to a 
brighter future. 

Public innovators are dogged in their 
determination to make progress; and 
they are risk-takers, when necessary. 
They have learned to innovate from
within whatever structure they operate.”

http://www.youtube.com/watch?v=5k3KH9Lagro
https://youtu.be/5k3KH9Lagro


A New Orientation

1. Intentional
a. Turned outward
b. Aspiration-focused
c. Committed to 

evidencing authority, 
accountability, and 
authenticity

2. and Ongoing…
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“When people and organizations turn 
outward, efforts to solve challenges have a 
much greater chance of having a lasting 
impact, generating more support and 
resources, and creating a community that is 
better equipped to sustain the change – 
AND tackle other challenges. “
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Why Us?
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…. all libraries are forums for information and ideas, 

and that the following basic policies should guide their 

services.

 I. Books and other library resources should be provided 

for the interest, information, and enlightenment of all 

people of the community the library serves. Materials 

should not be excluded because of the origin, background, 

or views of those contributing to their creation.

II. Libraries should provide materials and information 

presenting all points of view on current and historical 

issues. Materials should not be proscribed or removed 

because of partisan or doctrinal disapproval.

III. Libraries should challenge censorship in the fulfillment 

of their responsibility to provide information and 

enlightenment.

IV. Libraries should cooperate with all persons and groups concerned with 

resisting abridgment of free expression and free access to ideas.

V. A person’s right to use a library should not be denied or abridged 

because of origin, age, background, or views.

VI. Libraries which make exhibit spaces and meeting rooms available to the 

public they serve should make such facilities available on an equitable basis, 

regardless of the beliefs or affiliations of individuals or groups requesting their 

use.

VII. All people, regardless of origin, age, background, or views, possess a right 

to privacy and confidentiality in their library use. Libraries should advocate 

for, educate about, and protect people’s privacy, safeguarding all library 

use data, including personally identifiable information.

ALA Library Bill of Rights, Adopted June 19, 1939, by the ALA 
Council; amended October 14, 1944; June 18, 1948; February 2, 1961; 
June 27, 1967; January 23, 1980; January 29, 2019.
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Key findings from “Civic Virus: Why                        

Polarization is a Misdiagnosis”

Why Now? 

http://www.youtube.com/watch?v=TTybkclzkFg&t=1292


Conversation Yields Rewards 
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Lessons Learned
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Turning Outward
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https://theharwoodinstitute.org/tools-blog/2017/6/1/turn-outward-the-turn-quiz
https://theharwoodinstitute.org/tools-blog/2017/6/1/turn-outward-the-turn-quiz
https://theharwoodinstitute.org/tools-blog/2017/6/1/turn-outward-the-turn-quiz
https://theharwoodinstitute.org/tools-blog/2017/6/1/turn-outward-the-turn-quiz


Poll

Based on this quick review….is your organization turned more inward then outward?  

● More inward

● More outward

● 50 / 50

Psst.  This poll is anonymous!
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Conversation Models to Enrich Public Knowledge 

● Ask Tool - 5-7 minutes; one-on-one or small discussion groups; excellent staff learning 

opportunity

● Aspirations Dialog - 45-60 min; ideal for discussions with groups at existing 

meetings.

● Community Conversation - 90 min-2 hours; planned event that allows 

groups to go a bit deeper into a subject area.

Ask and Aspirations are good ways to become more familiar with this type of community engagement.  A 
powerful way for your community to hear and understand.
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Aspirations Conversation
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https://theharwoodinstitute.org/tools-blog/2017/4/3/aspirations
https://theharwoodinstitute.org/tools-blog/2017/4/3/aspirations


Community 
Conversations
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Community Conversation Questions (illustrative)

What kind of community do you want? Why is that important? How is that different from the way things are now?
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What kind of 
community do you 
want? Why is that 
important? How is 
that different from 
the way things are 

now?

Given what we 
just said, what are the 2-3 most 

important issues or concerns 
when it comes to the 

community? Decide which issue is 
most important for the group and 
use it for the discussion. If you are 

going to test a specific issue 
introduce it here. Introduce the 

specific issue with follow-up 
questions like, "How does that fit 

with what we’re talking about?" and 
"What concerns do you have about 

that?"

How do these issues 
[SUBJECT AREA] we're 
talking about affect you 

personally? What personal 
experiences have you had? 

How about people around you 
-- family, friends, co-workers, 
neighbors, others -- what do 
you see them experiencing? 

Are some people affected 
more than others? Who? In 

what ways? Why?



Community Conversation Questions (illustrative)
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Thinking back over 
the conversation, 

who do you trust to 
take action on the 
issues you’ve been 

talking about?  Why 
them and not 

others?

When you think about 
what we've talked about, what are 

the kinds of things that could be 
done that would make a 

difference? What do you think 
these things might accomplish? 

What are the kinds of things 
individuals can do to make a 

difference? What do you make of 
what other people say should be 
done? What's important for us to 

keep in mind when we think about 
moving forward?

If we came back together 
in six months or a year, 

what might you see that 
would be an indication 

that the things we talked 
about tonight were 

starting to happen? Why 
would that suggest things 

were changing? What 
would it mean to see that?

What do you think is 
keeping us from 

making the progress  
we want? Why do you 
say that? How do you 
think things got to be 

this way?



Tip:  MadLIB Format for quickly summarizing

People want …………………….……….(aspirations) …………………………  But 
they’re concerned that ……………..…………. (main concerns) 
.………..……………….are in the way of achieving those aspirations.  As 
people talk about those concerns, they talk specifically about 
…………..……………. (specific issues)…………………..……..  They believe we 
need to focus on ……………..…………. (actions) ……………..…………. and if 
……………………..…. (groups) ……………..…………. played a part in those 
actions they would be more likely to trust the effort and step forward 
themselves.
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An example: Aspirations Dialog, Senior Law Day 
Community, January 2021  
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“We began by saying that we wanted a 
community where people feel connected and 
can access information that they need, 
including getting assistance with navigating 
the information and required technology.  The 
library was identified as a possible focal point 
for this type of connection and service; if not 
libraries on their own, then libraries in 
collaboration with schools.  To reach our 
aspirations we need to make a space to 
connect that is used by all members of the 
community (e.g., on the model of public 
private partnerships, intergenerational 
programs), and we need to think critically and 
creatively about how to move forward so we 
can address challenges posed by technology 
and economics, seek efficiencies across 
services, and be sure we know who is left out 
and think about how to engage them.“

Session held on Zoom; notetaking done using MindMeister.com.



Strategic Planning Turned Outward 

Same steps as in typical strategic planning efforts, but with an outward 
focus.

1. Gathering Input/Reviewing Data  ⇒ Use all the conversation 
models; summarize both to inform planning and to share with 
partners and community members.

2. Setting Direction and Goals ⇒ How are you currently doing at 
reflecting the 3As (Authority, Authenticity, and Accountability) in the 
work of the library? How can you increase and strengthen these 
dimensions? 

3. Identifying Strategies ⇒ Do your strategies reflect your Public 
Knowledge?

4. Developing Targets and Metrics ⇒ Can you select metrics that align 
with community perspective on progress?
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Turning Outward Strategy Chart
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Next Steps 
Challenge:  Create a 
community of practice 
within Westchester that 
enriches our perspective 
and planning as well as that 
of our partners and our 
patrons.
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Join a conversation.

Try the ASK exercise tomorrow. Build connection.

Explore the tools for innovation. 

 Get inspired and build your civic faith.  



“COMMUNITIES MOVE FORWARD WHEN 
ENOUGH PEOPLE INTENTIONALLY 
CHOOSE TO STEP FORWARD, TURN 
OUTWARD TOWARD ONE ANOTHER, 
AND SET IN MOTION MEANINGFUL 
ACTIONS THAT SPREAD LIKE A POSITIVE 
CONTAGION.”
— RICH HARWOOD
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ALWAYS MORE AT:  
CONVERSATIONS.WESTCHESTERLIBRARIES.ORG


