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INTRODUCTION

This workbook covers the skills necessary for an entry-level supervisor involved in managing a
work area in the library or related information environment. Its hands-on, practical approach,
together with its emphasis on planning and evaluation, provides a sound framework within which
a new supervisor may manage competently and effectively.

The text is a practical introduction for the novice manager or supervisor and avoids in-depth
discussion of the theoretical issues surrounding the practices discussed. You may wish to use
Learn library management in conjunction with a more general management textbook, such as a
recent edition of Beyond the basics: the management guide for library and information professionals
by Evans and Ward, or Library and information center managementby Stueart and Moran.

Throughout the book you will find exercises to practice and test your skills, and case studies with
which to test your understanding. There are answers for self-checking at the back of the book.
You may not always agree completely with these answers; in many cases there are no “right”
answers for problems involving perceptions and interpretation. The rationale behind each answer
should provide sufficient information to enable you to understand how a particular answer was
arrived at, and to show where the authors took an approach different from yours.

Great emphasis is placed on the case-study method and associated readings in order to illustrate
useful management skills related to a particular chapter. These case studies are directly relevant to
library and information agency work, and they illustrate the application of theory. They are as
realistic as possible and, in most cases, they reflect actual incidents. You are strongly encouraged
to take these case studies seriously, working in small groups to evaluate the situations.

ACKNOWLEDGMENTS

The authors thank Karen Lochhead for reviewing the text from a Canadian perspective.

NOTE ON CAPITALIZATION

Titles included in the text are capitalized according to standard library cataloging practice—that
is, apart from names, only the first word of the title has a capital letter. This is intended to
accustom library students and staff to this style.






Chapter 1
MANAGERS AND THEIR ROLES

Introduction

Any task requiring the coordination of a number of elements needs to be managed. An example is
building a swimming pool that requires planning to ensure that:

* itissited properly and meets local government requirements

* the cement or fiberglass shell arrives after the hole is dug

* proper filtration is installed

* the installer arrives on schedule

* proper fencing is installed before the pool is filled with water, and so on.

It is a process that needs managing.

So too, in organizations striving to achieve complicated objectives, management skills are needed
in order to ensure that things run smoothly.

Management is the process whereby a complex task is completed satisfactorily with
and through the use of other people and resources.

Management Functions

Managers have a broad responsibility to deal with resources (the people, capital, information, and
technology) and the process (the procedures and practices needed to get the work done).
Essentially, they organize and coordinate work activities in order to achieve goals. To do this
work effectively, managers need to undertake the following related activities:

* planning

* organizing

* leading

* controlling.

Planning

Management includes planning—both short- and long-term—for the organization as a whole, for
work units within the organization, and for individuals. Proper planning, in consultation with
staff and user groups, will help to ensure correct alignment between the priorities of the library,
the concerns of staff, and the needs of users.

A manager’s planning includes the clear articulation of objectives to be achieved, determining the
resources required to reach these objectives, preparing budgets and timelines, and prioritizing

tasks.

Long-term planning inevitably involves change of some sort; therefore consultative planning
helps in the management of this change, leading to better outcomes for all concerned.
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Organizing

Organizing ensures that resources such as staff, equipment, appropriate training, and materials are
available when needed. Resource use must be monitored and corrective action taken as
appropriate. In addition, establishing procedures and work flows, preparing appropriate
documentation, and monitoring work practices are all part of the organization required to put
plans into effect.

Leading

Leading is needed to motivate, encourage, and enthuse staff to achieve both the organization’s
goals and their own. Leadership includes supporting and motivating staff, mentoring individuals,
modeling appropriate behaviors, and creating the right environment for the development of
individual potential. Without the encouragement and support of management, staff will lack
motivation and involvement, with consequent costs to the organization.

Controlling

Controlling is needed to ensure that progress toward the goals proceeds as expected. Controlling
requires proper procedures, milestones, and standards (again in consultation with staff expected
to do the work) against which progress can be measured.

Controlling also ensures that legislation, procedures, and practices are followed; that quality
standards and timeliness are monitored; and that work practices are properly documented.

Staff Expectations, Management Expectations

It is useful to consider in more depth the role of leading and supporting staff, as this is one of the
more difficult and demanding tasks faced by managers at any level, and impinges directly on all
other aspects of their job. It is also an area where perceptions of the task can differ radically
between managers and their staff.

A good way to find out the extent to which these perceptions differ (and thus to highlight areas
where conflict or misunderstanding may arise) is to ask managers what they think their leadership
role entails and then to ask the same question of the staff they manage. If there is a reasonable
level of agreement between the two groups, then their expectations will be similar and their
objectives will be achieved more smoothly. If, on the other hand, there are quite different views,
then problems may well arise that will reduce organizational effectiveness.

Management Expectations

In an informal survey undertaken in a small government agency a few years ago, managers were
asked to list what they wanted from their staff. The following were most commonly expected:
* deliver agreed outputs by agreed deadlines

* reach agreed quality standards

* accept personal responsibility for the outputs and deadlines

* try to improve systems and processes

* be aloyal, effective, and contributing team member

* participate in meetings and discussions

* support management decisions once consultation and discussion are completed

* share responsibility for personal development and training

* assist other team members as required

* bring concerns initially to their immediate supervisor

* implement occupational safety and health policies and practices.
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Staff Expectations

In the same survey, staff were asked what they would like to see managers provide, and listed the

following:

* guidance and leadership of the group

* respect for the team and individuals

* asafe, healthy, and “respecting” work environment

* opportunities for group or individual input to decisions that affect them

* creative and innovative solutions to problems

* negotiated deadlines and priorities

* adequate resources to undertake the task

* delegation of responsibility

* adequate training and opportunities for career development

* effective representation of the area to higher management and to outside organizations or peer
groups

* agood two-way information flow between upper management and the work group

* fair and proper recruitment and promotion practices

* the ability and the will to implement “hard” decisions.

Note that there are similarities between both groups that should make it easier to work together.
But in addition, there are differing views of what managers and staff expect of themselves and
each other. Being aware of these differences can help overcome difficulties and assist managers to
meet the challenges of their leadership role.

EXERCISE 1.1

Liz heads the circulation desk in a busy public library. She has to ensure that it runs smoothly and
that it is properly staffed at all times. Including temps, there are 15 staff who do this work. Some only
work weekends; some work purely at the circulation desk; and some work at the desk and do other
duties such as shelve, answer reference questions, etc. The director of the library mentioned to Liz
the other day that she was concerned that not enough staff were scheduled to fill the evening shift at
the desk: this time appeared to be increasingly busy, now that the nearby supermarket was open
late. She asked Liz to draw up a new schedule with two staff on the desk at all times, but without
increasing costs or giving people shifts longer than four hours.

The main management functions are listed below. Under each heading, describe what Liz must do to
accomplish this task.

Planning
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Organizing

Leading

Controlling

Management Skills

In order to undertake the functions just described, managers need to develop three broad groups
of skills:

* human skills

* technical skills
* conceptual skills.

Human Skills

Human skills (frequently called people skills) are essential to allow a manager to get the best out
of the work team. With these skills, a manager can motivate, lead, inspire, build confidence,
resolve disputes, train and develop staff, and create an appropriate work atmosphere that values

both people and productivity.
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Technical Skills

Technical skills are those needed to enable a manager to understand the nature of the work being
done.

Managers do not need a high level of proficiency in all the technical skills they supervise, but they
must understand enough of the process to appreciate the time a task might take and the resources
it requires. Without an adequate appreciation of the work and skills, a manager cannot help to
resolve problems, will have difficulty setting satisfactory performance targets, and will be unsure
of the standards needed for quality work.

Conceptual Skills

Conceptual skills are important for understanding the “big picture”, thinking long-term, and
understanding the consequences of actions. The long-term success of any organization depends
upon management’s successful use of analytical and conceptual skills to plan and guide the
organization’s growth and future direction.

EXERCISE 1.2

In the situation described earlier, Liz must undertake a number of tasks to reorganize the circulation
desk schedule. Divide these tasks into the broad general skills groups discussed above.

Human skills

Technical skills

Conceptual skills
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Management Levels

Of course, not all managers spend the same amount of time on the four functions or use the
needed skills in the same proportions. Generally, the functions and skills required depend upon
the managers’ levels and the kinds of work they do. Broadly, these levels are as follows.

Front-Line Managers
Front-line managers or supervisors oversee the work of a small number of staff, not other
managers, and have limited authority.

These managers are concerned with leading to build team spirit and motivation; controlling to
ensure that deadlines are met and clients given satisfactory service; organizing to ensure smooth
flowing processes; and planning of day-to-day activities.

They need a high level of technical expertise or competence in the work of the team, since they
may have to provide technical solutions and make decisions concerning the nature of that work.
Human skills are also important in maintaining team motivation and making staff feel supported
and nurtured. Conceptual skills are less important at this level, given the limited involvement of
the front-line manager in long-term planning and decision-making.

Examples: head of circulation, stack supervisor

Middle Managers
Middle managers direct the activities of other managers as well as staff. They are often responsible
for planning policy and procedures and may have budgetary and staffing responsibilities.

These managers plan improvements to practices and procedures; organize in the longer term to
ensure that sufficient resources are available, e.g., staffing; control to ensure that plans and
procedures are working as anticipated; and motivate to set the climate in which effective teams
can grow.

They need a lower level of technical expertise or competence in the work of the team, as they may
often rely on advice from front-line managers in order to make decisions. However, they must be
capable of properly interpreting that advice. Human skills are important to ensure that
individuals and teams understand the reasons for decisions and actions and are motivated to
achieve departmental or organization goals. Conceptual skills become more important at this level
as the involvement in longer-term, more complex planning increases.

Examples: manager of a special library, section head in a larger information center

Senior Managers
Senior or top managers direct the activities of the organization as a whole. They are responsible
for the long-term direction and corporate morale of an institution.

Top-level managers look at long-term threats and opportunities for the organization and are
concerned with future directions, rather than day-to-day planning. They are involved in initiating
or approving changes to practices and procedures; delegating authority to organize resources; and
ensuring that appropriate control measures are built into all long-term plans. Finally, senior
managers set the “atmosphere” for an organization that encourages staff to develop their full
potential.
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At this level, managers are unlikely to have a high level of technical expertise in the work of the
organization but rely upon advice from lower-level staff. Human skills are very important to
ensure that lower-level management and staff are “brought along” with the aims of the
organization. Conceptual skills are the most important attribute at this level, with managers
doing long-term planning and having to make assumptions regarding complex future events. A
clear vision for any organization is essential for its long-term success.

Examples: head of a public library system, university librarian

EXERCISE 1.3

In a large university library, consider each level of management and the responsibilities of each. List
some of the areas you feel may be of concern at each level. For example:

The university librarian will need to plan for

Middle management may need to cope with staffing issues in relation to

Front-line supervisors will have to deal with
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CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Sandy is employed by a contract cataloging service, the Cataloging Company, to undertake
cataloging work in a government department library. Her work requires her to undertake original
cataloging of material not found in OCLC. This is part of a retrospective cataloging project aimed at
putting some very old material into the database.

Sandy is paid on a piecework basis, $10 for every item she fully catalogs, regardless of whether it is
easy or complex. Sandy is not happy with this arrangement since this cataloging is very complex and
time-consuming, resulting in much lower wages for Sandy than for members of the permanent library
staff, who are often engaged in less demanding work.

Sandy has discussed this situation with her employer, who claims to be unable to change the
arrangement at the moment due to the nature of the contract with the department. The flexibility of
the arrangement—she can work any 30 hours per week she chooses —suits her very well, and she is
reluctant to leave, despite the low pay. She does, however, feel frustrated and irritated with the work
and her employer.

Consider how well the management of the Cataloging Company has exercised its conceptual, human,
and technical skills in managing this contract. As Sandy, how would you ensure that your concerns
are taken into account, if another contract comes up for negotiation?
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Chapter 2
THE EXTERNAL ENVIRONMENT

Introduction

All organizations exist within an environment that affects the work they do and how they do it.
They also generate their own internal environment, which affects the “feel” of the place and
influences how the organization runs. Understanding these environments and their impact is vital
to ensure that planning, particularly for the long term, takes into account as many of the variables
as possible. It is therefore important that a manager gather information from as wide a range of
sources as possible in order to make reasoned decisions.

External Environment

The external environment comprises everything over which the organization has little or no
control, but which may affect the way it does its business. Listed below are just some of these
factors:

* government policies

* social values

* demographics and geography

* tradition

* the market

* changes in technology

* competitors

* suppliers.

Government Policies

Federal, state, or local government policies can all have a very direct impact upon the way an

organization operates. These may include:

* budgetary measures such as reduced funding or increased taxes and charges for services—e.g.,
increased postal rates

* changes in philosophy such as the introduction and promotion of user fees—e.g., if museums
and galleries were instructed to charge entrance fees

* support or the withdrawal of support for particular industries—e.g., if the Library of Congress
limited cataloging services or the size of the Library of Parliament staff were reduced

¢ staff ceilings or hiring freezes in government departments—e.g., if the size of superintendent
of documents’ staff were reduced

* social legislation and policy that may impact upon an organization—e.g., if federal agencies
were no longer required to use the Government Printing Office.

Many libraries and information centers are supported by government funding either directly or
indirectly. Examples of directly funded services are government departmental libraries and
information services; indirectly funded libraries include university or college libraries that may be
affected if funding to the parent organization is reduced. Changes to policies and practices can
therefore have a big impact on their nature and their ability to deliver services.

17
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Social Values

The values and interests of any society are constantly evolving as tastes and fashions change.

These are difficult to predict and monitor, often because they are seen very much through the

eyes of individuals, who are affected by their upbringing and view of the world. However,

objective consideration of issues is necessary if their impact is to be assessed and if the
organization is to cope with the change. The sorts of issues may include:

* changing tastes, so that demand for certain goods or services may be affected—e.g., in public
libraries, patrons may no longer borrow many westerns, but crime fiction may increase in
popularity

* growing sophistication of audiences due to exposure to high-quality, high-cost products—e.g.,
blockbuster art or museum exhibitions may make a local history museum relatively
unattractive to visitors

* changing habits and lifestyles, which make traditional opening hours less useful to patrons
than they once were—e.g., a storefront library in a shopping mall may need to open longer
hours to meet increasing demand for its services

* growth in vocal pressure groups with specific demands—e.g., an environmental group may
open an information center to generate support for a particular issue.

Demographics and Geography

Population changes and physical location can also have a big impact on the operations of an

organization. Changes that may occur include:

* changes to traffic patterns, resulting in a reduction in passing traffic—e.g., a tourist
information center that is no longer on a main road after a bypass opens

* the opening of new facilities, shifting the center of activity—e.g., a new shopping mall may
take customers away from stores downtown, where the public library is located

* the redevelopment of an inner city area, changing its population—e.g., the local public library
may find it no longer has an active seniors group

* changes in the ethnic makeup of an area—e.g., a public branch library in what was a
predominantly Greek neighborhood now needs staff with Asian languages

* aging populations in some suburbs—e.g., an older suburb with a shrinking population may

find its public library branch replaced by a bookmobile service.

Tradition

The history of an institution and its traditions shape the way it is today and will continue to

influence its development. For example:

* A university library that has always given staff a six-month borrowing period may find this
difficult to reduce without opposition.

* The practice of traditionally performing all cataloging inhouse may mean that consideration of
a cost-effective option to outsource some or all of the cataloging load will not be fully
investigated.

* The routing of serials by the library throughout a government department may be the
customary practice, but many are lost or not returned for a very long time. Changing this
practice to retain all serials in the library may encounter opposition from those who are used
to this procedure.

Thus, custom and tradition can be powerful forces that resist change. Managers need to be aware
of this fact, and take it into account in planning.
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The Market

The market for the service being offered can change without warning. These things may be very

difficult to predict but must be considered regularly, as they can have a major impact on the

organization. Situations that can occur include:

A special library serving a government department may find after a reshuffle of government
responsibilities that the department has been abolished or combined with another. To survive,
the library will have to respond to a different set of users with different demands.

» With the closure of a local welfare office, the local public library may be expected to deal with
an increase in those seeking information on their rights and benefits.

» With increasing availability of library resources online, a university library may find a decrease
in the number of face-to-face reference questions, along with a demand for more online
reference assistance.

* The opening of a “24/7” discount store near a small college may result in student expectations
that their library will stay open all night too.

With the advances being brought about by technology, and rapidly increasing client expectations,
changes in demand occur more quickly than in the past. Monitoring and anticipating these
changes is an important part of the manager’s role.

Changes in Technology

Rapid technological change has had a major impact on how libraries and information services

deliver their products and services. The Internet has opened up access to vast amounts of

previously unobtainable data and has greatly improved the manner in which information can be
delivered. Examples include:

* remote access to catalogs from outside the organization via local and international networks,
which may lead to increased demand on the collection (e.g., via interlibrary loan) and thus on
staff and other resources

* an increasingly varied and complex array of resources, acquired through complex licensing
agreements and accessed via a range of different computer interfaces, which staff have to
become proficient in using

* gradual replacement of physical collections by online materials, which may cause difficulties
for some users and will also increase the need for larger, more sophisticated computer
networks within the library

* demanding clients who are familiar with the resources of the Web and expect a far higher level
of service than before

* the impact on older staff trained in traditional information retrieval methods, who may not
adapt so readily to the newer online reference services.

These changes bring opportunities for providing better service, but also raise issues for an
organization regarding the need for capital expenditure on equipment, training, etc., that must be
allocated, possibly at the expense of other activities.
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Competitors

Competitors may emerge that do some or all of the organization’s traditional tasks. While

competition can have beneficial effects in encouraging an organization to define more clearly its

role, customers, markets, products, and services, it can also have serious effects on its long-term
viability in a small or fixed market that cannot expand to cope with the newcomer. Thus:

* Internet access and other end-user searching may reduce demand for access to traditional
materials and possibly reduce reference inquiries and physical access to the library or
information center building.

* Independent information specialists may undertake research or processing tasks, such as
cataloging, at a rate that is perceived to be cheaper than that of the library with all its
attendant overheads.

» With the growth in outsourcing as a principle for dealing with specialized activities, some
inhouse expertise may no longer be maintained—e.g., a German-language cataloger may no
longer be permanently employed, with all such cataloging outsourced and paid for at a
piecework rate.

Increasingly, governments are encouraging competition in order to increase efficiency and reduce
costs. For management this trend represents a challenge to the traditional approach which, if not
handled correctly, can be disastrous.

Suppliers

An organization’s suppliers may go out of business, change ownership and attitudes, or simply

move into other fields and no longer provide an effective service. If this is done without sufficient

notice it can create serious problems. For example:

* Aserial supplier may add or drop titles from its bundled subscription packages, which means
the library is paying for titles it does not want or is missing out on titles it needs.

* A specialist supplier of packing material used by a major archive may suddenly raise prices or
otherwise change the conditions by which it supplies materials (e.g., payment in advance) that
force the organization to cope with unplanned budget changes, or to look for other suppliers
in a limited market.

* Suppliers can change invoicing practices, give or refuse credit, set minimum orders, charge
high shipping and handling costs for small deliveries, etc.

Despite an increasingly competitive market, there may still be many difficulties for managers in
quickly changing suppliers due to the nature of the materials involved. They must take care when
entering into contracts with suppliers, taking into account the difficulty of moving to another
source if problems should arise.

Managers may feel frustrated over their inability to change or even to influence many of the
situations described above. However, it is their responsibility to consider these and related issues
in their longer-term planning and to put in place strategies and practices that will assist in coping
with them if they come to pass.
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EXERCISE 2.1
For a library with which you are familiar (e.g., your workplace, university, college, public, or school
library), consider each of the factors in its external environment listed below. Note under each
heading the factors you expect may have to be considered and how they may affect the way the
library provides its service. Can you think of any other important factors?

Government policies

Social values

Demographics and geography

Tradition

The market

Changes in technology
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Competition

Suppliers

Assessing the Environment

As a way of evaluating the environment within which an organization operates, managers have
developed a process known as SWOT analysis. SWO'T stands for:

* Strengths

* Weaknesses

* Opportunities

* Threats.

Strengths and weaknesses refer to the internal environment of an organization (and are discussed in
the following chapter); opportunities and threats refer to the external environment.

Opportunities

Opportunities denotes those events or factors in the external environment that may offer real

potential for the organization. For libraries and related institutions, examples include the

following:

* With the growth of interest by the over-60s in accessing the Internet, public libraries in
particular have the opportunity to develop this market segment by providing training and
advice to this particular demographic.

* Major events can provide opportunities that may benefit information providers. For instance,
in anticipation of the Ohio state bicentennial in 2003, Ohio museums and libraries were
encouraged to participate in the Ohio Memory project by digitizing historical materials in
their collections.

* The ease with which images can be captured and digitized makes the exploitation of pictorial
materials a simple matter. Thus, the National Archives of Canada in its online Digital
Collections celebrated the life and work of a world-renowned photographer, the late Josef
Karsh, with a digital exhibition, “Karsh Masterworks—A Tribute.”

» With the growing acceptance of commercialization and user-fee services within the
information professions, opportunities arise to establish self-funding enterprises attached to
existing organizations to exploit resources and expertise. An example is the Preservation
Services provided for a fee by the nonprofit SOLINET (Southeastern Library Network), with

additional funding from the National Endowment for the Humanities.
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Threats
Threats refers to events or factors in the external environment that may prove detrimental to the
growth and effectiveness of the organization. For libraries and related institutions, threats include:

the growth of the Internet and its use as a primary resource for information (and recreation)
by a large number of people. The perception that physical libraries are no longer required is
growing, and could impact negatively when governments of all type are looking to reduce
budgets

increased demand for non book materials such as music CDs, videos, DVDs, audio books,
computer software, electronic publications, and websites. Especially in public libraries, this
demand increases the strain on limited budgets. How many of these should the library carry,
how many publicly accessible computer terminals should be made available, and do these
facilities and services compete with the video or music store or Internet cafe?

falling exchange rates and escalating journal prices, which make it difficult for academic
libraries to maintain subscription levels

demands for reduced government spending and altered priorities that adversely affect funding
burgeoning output, both print and electronic, making selection increasingly difficult and time
consuming.

Opportunities and threats have always existed and all organizations have to cope with them
through effective management. Identifying these factors and developing strategies to take
advantage of the possibilities, or minimize the threat they pose, is a crucial part of any manager’s
long-term planning. In the current climate of ever faster change, foreseeing and correctly
evaluating the impact of changes is no easy task.

EXERCISE 2.2

The Digital Library Federation is a consortium of libraries and related agencies that is pioneering the

use of electronic information technologies to extend members’ collections and services. Through its

members, the DLF provides leadership for libraries broadly by

* identifying standards and “best practices” for digital collections and network access

e coordinating leading-edge research and development in libraries’ use of electronic information
technology

* helping start projects and services that libraries need but cannot develop individually.

Consider the coming five years. What do you see as

The opportunities it may have?

The threats it will have to face?
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The strategies it might employ to take advantage of opportunities and minimize threats?

CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

As an elderly volunteer in an inner-city public library, Roland is happy with his two mornings a week
shelving and generally tidying around the reading and reference area, sorting out the newspapers
and magazines that readers generally leave in a mess. He has been doing this for many years now
and has noticed that some books and authors that used to be popular no longer seem to be taken off
the shelves. Certain magazines, once the mainstay of the reading area, are rarely read.

Roland noted some of his observations and presented them to Deb, the public services librarian and
his nominal boss. In a quiet moment Deb considered Roland’s comments and began thinking over the
changes in this inner-city library since it was established in 1947. She had been asked to do a
presentation to a local seniors’ group in @ month’s time and decided to cover the changes in the area
since 1947 and how they have, directly or indirectly, affected the library and its collection.

As Deb, where would you start in your research for this presentation and what sort of information do
you think you would need?
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Chapter 3
THE INTERNAL ENVIRONMENT

Introduction
Like the external environment, the internal environment that develops formally and informally in
any organization has an impact on how it operates. Unlike the external environment, where the
organization has very little control, the internal environment can be shaped and influenced by the
organization itself.

However, not everything in the organization is directly controllable. Even in the smallest
workplaces, there can arise both a formal environment (that evolves in the direction the
organization would wish) and an informal environment over which it has little control, that
grows out of staff interests, values, and concerns. The product of all these forces is commonly
known as the culture of an organization.

The Formal Environment

The formal internal environment comprises the systems developed and implemented by the
organization to meet its long-term goals. These systems evolve, and in any dynamic organization
they are regularly reviewed, updated, and evaluated in an effort to manage the effects of changes
caused by the external environment. For example, if governments change the rules regarding the
employment of part-time staff, making it more difficult to recruit part-timers, there is little the
organization can do to affect this legislation. However, it may be able to change its internal rules
and procedures to take account of the government’s intentions, while at the same time allowing
the organization to achieve its own goals regarding the use of part-time staff.

Some of the systems and processes that comprise the organization’s formal internal environment
are:

* management planning systems

* policies and practices

* organizational structure

* union presence

* service or product

* management style

* recruitment and personnel policies
o staff skills

* technology

* budgets.

Management Planning Systems

Management planning systems should involve staff in developing strategic and operational plans.
By involving all the staff in developing these plans a greater understanding of the plans is fostered
and possibly a greater commitment to their achievement. In addition, staff will be encouraged to
put forward their own ideas and vision that may contribute to the long-term success of the
system.

27
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Policies and Practices

Policies, practices, and procedures are created in all organizations to ensure that work is
completed according to certain guidelines and standards. Such policies and practices may include
practical issues such as opening and closing times, whether interlibrary loans are charged or not,
and whether an item is acquired in more than one format (e.g., print and electronic). Broader
issues may cover staff recruitment practices, collection development policies, and collection
security measures.

Organizational Structure

Organizational structure and shape influence the flow of information throughout the institution.
Whether departments are based on geography (e.g., state offices), or function (e.g., reference,
technical services) may affect the way they work. Managers closely involved in the day-to-day
work are more likely to influence that area than a manager remote from the workplace.

Union Presence

Whether a workplace is unionized or not will help shape the internal environment. If the unions
are seen as powerful in a particular industry or organization they can have a very strong influence
on its formal environment.

Service or Product

The nature of the product or service delivered by an organization has a direct impact on its
structure and work environment. Thus a simple product being mass-produced (e.g., a
McDonalds” burger) calls for staff to follow a clearly defined set of rules—there is no room for
individual creativity or initiative. This is quite different from, for example, the reference desk in
an academic library, where staff will have procedural guidelines to help them in their day-to-day
work but the nature of their job means they need to show judgment, exercise initiative, make
decisions and prioritize tasks using their individual experience and knowledge of the field.

Management Style

The style adopted by senior management influences the internal environment of the organization.
A formal, traditional, and hierarchical style of management will tend to limit initiative and
spontaneity and will discourage contributions from others in meetings where the manager is
putting forward his or her ideas. In contrast, a more informal, decentralized management
approach passes responsibility further down the line, encouraging initiative, action, ideas, and
suggestions, but at the same time increasing risks for the organization that some of these
initiatives may fail.

Recruitment and Personnel Policies

The method of recruiting, training, and developing employees will influence the way in which
staff members are assimilated into the culture of an organization. These policies can have a major
impact on how staff adapt to their new environment and build loyalty to their employer. Positive
policies that try to match people to jobs, listen to their concerns and interests, and take a real
interest in their career development will help build commitment and support for the
organization, as well as provide a skilled workforce as a basis for improving productivity and

quality.

Staff Skills

Skills possessed by staff affect the nature and quality of work performed. Thus experience and
training are important to ensure that the organization gains the most benefit from its staff
resources.
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Technology

Technological development in the organization can impact on its environment. At its simplest, it
may affect only the manner in which work is done and the practices and procedures required to
perform the task. At a more complex level, new technology may transform organizational
dynamics by altering the way work is done, creating more isolated tasks, requiring some workers
to develop different skills, changing the staff mix to emphasize data-entry or computing skills at
the expense of traditional knowledge, and so on.

Budgets

The manner in which budget dollars are allocated toward particular tasks will direct most of the
organization’s activities and thus affect its culture. For example, it may be decided to reduce
monograph acquisitions to cover the increasing cost of serial subscriptions or, in a school library,
to reduce the acquisitions budget for three years in order to upgrade the computing facilities with
the money saved.

EXERCISE 3.1

Stephanie is the manager of a large community information center with a permanent staff of 5 and
over 30 volunteers. As well as helping visitors who drop in, they provide an active online advice and
assistance service. Consider the points below and note how they might impact on the “shape” of the
internal environment of the center.

Can you think of any other factors over which Stephanie has control that would influence staff
harmony and morale at the center?

Policies, practices, and procedures

Organizational structure
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Nature of the service

Management style

Technology

Budget

Other

The Informal Environment

This environment grows in organizations without any direct attempt by managers to encourage
it—and often despite their attempts to control it. It is rarely clearly defined but changes
according to a large number of factors, 1nclud1ng the makeup of individual work groups.
Changing a negative informal environment into a positive one is one of management’s harder
tasks. Factors contributing to the informal environment include:

* tradition

* personal needs and interests

* bureaucracy

* charismatic leaders.

Tradition

Tradition is a powerful force which, by its nature, takes much time and energy to change. Work
groups used to functioning in a particular manner (e.g., providing an in-depth reference service
free of charge) may well resist a change devised to limit their role or the implementation of fees
for their service. Introducing such a change in a smooth and effective manner is likely to be
difficult, despite the formal internal environment supporting it.
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Personal Needs and Interests

Personal needs can lead individuals to have goals that differ from those of the organization,
resulting in an informal environment that does not support the aims that the organization is
trying to pursue. For example, a staff member dreaming of retirement may not be dedicated to
providing the highest quality work but will be content with providing the bare minimum.

Bureaucracy

Bureaucratic difficulties or “red tape” (i.e., the formal internal environment) that are perceived as
slowing down or complicating various activities for no obvious benefit may be short-circuited,
ignored, or belittled in an informal way. Safety standards may suffer in this way, and it is essential
that management recognize this possibility and design systems based upon common sense. In
addition, management needs to develop good promotion campaigns explaining why a certain
practice is necessary.

Charismatic Leaders

Charismatic personalities, whatever their formal position in the organization, influence the
manner and amount of work performed. Such leaders or opinion makers have to be taken into
account by management seeking to implement change, and ideally should be brought “on board”
early in support of the change.

EXERCISE 3.2

In the upper-school library where Kerrie works, teachers are in the habit of taking new books as soon
as they arrive in the library, often before they have been processed. Frequently, it can be a struggle to
get these items returned. Often, many months pass before they come back, and occasionally the
items never return. Kerrie has discussed this problem with individual teachers and the principal, but
no one really takes it seriously. There seems to be an informal culture that says it’s okay to take
these books, and if it is a while before they come back, well, “no big deal.” Yet students are missing
out, particularly those preparing for a university education.

Using the headings below, note some of the factors influencing this informal environment and
consider how easy it may be to change any of them.

Tradition

Personal needs

Bureaucracy
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Charismatic leaders

Assessing the Environment

As noted in the previous chapter, it is important to assess aspects of the environment, both
internal and external, in order to plan future directions properly. Those factors affecting the
internal environment, both formal and informal, can be termed potential strengths and
weaknesses.

Strengths

Strengths are those internal resources held and fostered by the organization that enable it to
provide high-quality service. Collections with strong areas of specialization are among the major
strengths of many libraries. Public libraries may build substantial local history collections that
provide an unparalleled resource for study of a local area, and other special libraries will build
collections related to their areas of interest.

Expertise among staff is usually the other major strength of any organization that deals with
information. An experienced person working in the library of a major urban newspaper with
pressing deadlines each day will be a real asset in rapidly locating the appropriate reference,
clipping, photograph, etc. for the next edition.

For management the task is first to recognize strengths in an organization. It must then ensure
that any future strategies, developments, or changes take into account these strengths in order to
minimize the risk that they are lost or overlooked.

Weaknesses

Weaknesses are apparent in all organizations and may be more volatile than strengths, which tend
to have a measure of stability. What may be a weakness one year may be overcome quite rapidly
the next. Weaknesses may cover the whole gamut of operations, including insufficiently trained
staff causing dissatisfied customers, poor selection decisions leading to an unbalanced collection,
inappropriate management structures, rigidity in procedures, etc.

It can be hard for managers to recognize weaknesses in the organization, due to their closeness
and commitment to its purpose. Thus while some weaknesses may be readily overcome once
recognized, identifying them and dealing with them can be difficult.

Building a Creative Environment

It should now be clear that there is no “right” internal environment or culture. Every
organization is unique and what works well in one situation may be quite inappropriate elsewhere
or at another time. However, one aspect of the internal environment should be encouraged in
virtually any type of organization—creativity. For managers, building an environment where
creativity is encouraged and rewarded can be challenging and threatening.
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Yet there can be major benefits for the organization if it is pursued. Paust (2005) outlines a
number of approaches managers should adopt in encouraging this type of organizational culture:

Invest in employee development and growth by providing training and related opportunities
as an integral part of staff development and support. Identify and build on individual
strengths.

Acknowledge staff concerned in the development and implementation of new ideas and ensure
they are properly recognized and rewarded for their efforts.

Create a sense of ownership and accountability in employees while at the same time
encouraging the sharing of ideas and team brainstorming.

Promote a culture that acknowledges the need for continuous improvement while at the same
time developing an acceptance of change in staff.

Build confidence in staff and accept that not all ideas will work out in practice. Managers need
to plan and be prepared for innovations that do not live up to expectations.

Explain objectives clearly to staff and give them the freedom and responsibility to achieve
them within the constraints and philosophy of the organization.

CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Andrew works as the librarian in a medium-sized legal practice. In this role he supports the legal staff
in tracking down a wide range of (usually) nonlegal information to assist in their case preparation.
Andrew has found it a busy job serving five attorneys, with some of the work stimulating and
interesting, while with other parts he sometimes wonders how useful the information for which he is
searching could be.

The managing partners are looking at cutting costs and have asked Andrew to justify the continuation
of his position. They candidly tell him they are thinking of abolishing it as “the lawyers can do their
own hack work.”

Consider the strengths and weaknesses of the information service Andrew provides. Prepare a report
outlining them with the conclusion that the strengths very much outweigh the weaknesses. Make any
assumptions you need to, but explain when you have done so.
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Chapter 4
ORGANIZATIONAL STRUCTURE AND DESIGN

Introduction

Any organization that grows beyond a small family business must have a formal structure
indicating lines of authority, specialist activities, and relationships within the organization. As
organizations grow, so does the complexity of their structure. This structure should be able to
illustrate to those outside the institution the way in which different work activities relate to each
other, where responsibilities lie, and how communication flows in the organization. An
organization’s structure is often shown as a diagram or chart with the vertical axis indicating lines
of authority and the horizontal axis indicating relationships within the organization.

As organizations and their goals evolve, so does the structure best suited to achieving these goals.
What worked well ten years ago may no longer be useful and may even hinder the institution in
fulfilling its mission today.

Structure is affected by a number of variables including long-term strategy, the size and age of an
organization, technology, the product or service delivered, and the external environment. An
example of how structure is affected by technology is the change in responsibilities that has been
driven by evolving generations of computers. The move away from centralized processing (using
large mainframe computers) toward distributed processing (using local area networks, desktop
PCs, and local file servers) has had a significant impact on workplace relationships and the way in
which responsibilities are allocated. Structures within organizations have had to change to take
full advantage of these advances in technology.

Organizational Designs

There is no single best structure appropriate to all organizations. As noted above, a number of
factors influence what, at any time, is the most effective structure. However, at their basis, all
structures must provide a guide as to how work is distributed. Once the organization has moved
from being simply an owner with a handful of employees at the same level to one where there are
supervisors or intermediate managers, the need for a more formal structure becomes apparent.

Traditional organizational structures are often referred to as mechanistic designs. These are the
simplest to implement and, depending upon the nature of the work and the organization’s needs,
may be the most appropriate. Examples of mechanistic structures are

* functional design

* product design.

35
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Functional Design

This design uses a structure that reflects the nature of the work. For example, a traditional library

environment may have a structure as shown in the diagram below.

The advantage of this structure is its concentration of specialist expertise in a particular area,
leading to well-trained staff, potential career paths, and possible economies of scale by
concentrating each task in one area. It is also easier to manage than more complex structures by

providing clear, discrete functions for each area.

The structure’s main drawback lies with the difficulty of ensuring that each section pursues
overall library and organizational goals, rather than those of its own section. Thus the Cataloging
Department may pursue policies that maximize its effectiveness but do not help Public Services

do its work, or vice versa.

LIBRARY
DIRECTOR
TECHNICAL PUBLIC
SERVICES SERVICES
ACQUISITIONS CATALOGING CIRCULATION REFERENCE
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Product Design
Product design uses a structure that reflects the different types of materials handled. This
structure is illustrated in the chart below.

Complex organizations such as a large academic library, museum, or archives may use this
structure to encourage specialist expertise in an area. Again, the nature of this division of
responsibilities may lead to a concern with the specific, rather than the “big picture,” but does
encourage completeness in dealing with a particular product or service.

For instance, in the example shown, all work concerning audiovisual records—such as
acquisition, cataloging, and reference work—would be done in the same section. Such an
arrangement will encourage a high level of coordination among staff handling these records, lead
to a depth of expertise among the staff, and allow a high standard of service to users. It also
provides staff members with opportunities to move within their areas of specialization, say from
cataloging to reference work, with relative ease.

The major disadvantage relates to a possible duplication of resources and difficulties in
coordinating and applying organization-wide standards, as each section oversees the work of its
own catalogers, collection development officers, reference staff, etc.

MUSEUM
DIRECTOR
OBJECT RECORDS
COLLECTIONS COLLECTIONS
DOMESTIC INDUSTRIAL PAPER AUDIOVISUAL
OBJECTS OBJECTS RECORDS RECORDS
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These traditional mechanistic organization types have been criticized for their rigidity and
tendency to promote local cultures rather than a broader, organizational culture. In order to
overcome some of these perceived problems, more flexible groupings have been tried in recent
years. They have been termed organic designs or structures and attempt to combine the strengths
of the mechanistic structures while overcoming some of their drawbacks. Examples are:

* matrix structures

* network structures

* project group or task force structures.

Matrix Structures

Matrix structures aim to combine the advantages of the functional and product structures
described above and to overcome their disadvantages by establishing an organization where
functional specialists become involved in specific projects or programs related to the
organization’s overall goals. In this model, staff answer to two managers, one concerned with the
functional area and one managing the project. It requires a different management approach that
emphasizes flexibility, open communication, and cooperation between managers as well as staff.

An example of how this model works is shown below. Two projects are shown, one on
maximizing effective use of the Internet and one on developing a temporary exhibition space in
the library. The project teams draw on staff from the functional areas, Acquisitions, Cataloging,
Reference Services, and Network/IT Services, which form the basis of the library’s structure.

The nature of the matrix should be apparent from the illustration. As projects are completed, staff
move on to new activities, and the matrix changes its components. This style of structure is
particularly suitable to the ever-changing environments that many organizations face today.

\ UNIVERSITY LIBRARIAN \

\ ACQUISITIONS \ \ CATALOGING \ \ REFERENCE \ \ NETWORK \

INTERNET
PROJECT

EXHIBITION
PROJECT

The advantages of this approach are the flexibility it offers to meet unforeseen demands and the
cross-training and development possibilities it offers staff by providing opportunities in activities
outside their normal work. Involving staff in tasks that are not related to their usual focus gives
them a wider understanding of organizational needs, broadening their “parochial” view of the
work environment.

The disadvantage is the demand it places on management to cope with increased complexity and
the need for greater cooperation and coordination. It also places pressures on staff, who may be
uncomfortable with the challenge it offers.
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Other Organic Structures

There are other organic structures, but their applicability to the library and information

environment is probably limited. Examples include:

* anetwork structure based upon the premise that virtually all functions are outsourced to other
organizations, with a small management core coordinating and directing activities

* aproject group or task force structure, suitable for dealing with a particular situation (e.g., the
introduction of a new automated library management system), but still requiring an
underlying permanent structure within which to operate.

Note that this discussion has concentrated on the formal organizational structure as devised by
management. However, in all organizations there exists an informal structure where the actual
information and work flows may well depart from the formal hierarchy, due to the social nature
of work and the relationships among staff. These informal structures will always exist and it is
important to take them into account if the formal structure is to be revised or a new structure
implemented.

EXERCISE 4.1
For any library or information center with which you are familiar, draw up its organizational structure
and, using the headings below, discuss how this structure helps the organization perform its role.
Decide which of the above structures it most closely resembles and consider whether an alternative
would be possible.

Organization structure chart
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Performing the work effectively and efficiently

Meeting staff needs

Meeting user needs

Alternative structures
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Organizational Structure, Work Design, and Job Satisfaction

The choice of structure has an impact on the nature of work in the organization, as well as having
a major impact on the levels of job satisfaction felt by managers and employees. The following
factors, emerging from the structure adopted by an organization, impact upon the nature of the
work performed and the level of satisfaction felt by all staff:

* traditional structures

* matrix structures

* teams and project groups

* span of control.

Traditional Structures

Under traditional, mechanistic structures, work has generally been of a routine, predictable
nature. For example, working in an acquisitions section or serials processing unit entails
performance of a well-defined set of tasks which, once mastered, become routine. Opportunities
for creativity are limited in these structures. Some staff appreciate the routine of the work but
others become bored. Promotional opportunities outside the area become restricted due to the
level of specialization.

Matrix Structures

Use of a matrix or similar structure offers opportunities to develop options for job enrichment
and skills enhancement that provide more challenge for staff. It also encourages lateral thinking
about how tasks are done, and fosters creativity and innovation in work practices that may benefit
staff members and the organization. This wider range of opportunities builds staff confidence,
skills, and knowledge, resulting in increased promotional opportunities and broader career paths.

Teams and Project Groups

The use of teams and project groups allows a high degree of task identity and commitment, while
offering variety in the work performed. For staff in large departments such as serials processing in
a major library, the work may appear to be never-ending. Providing the opportunity to work on
discrete tasks, where the results are clearly evident, can be a powerful motivational experience.
The result will be greater staff satisfaction and, again, increased skills and knowledge and
improved future prospects.

Span of Control

The span of control associated with any management structure relates to the number of staff
supervised by a manager. If the work is of a structured, routine nature, or if staff have been given
significant levels of responsibility, the span of control exercised by a manager may be quite large
and still work successfully. However, staff access to management will be limited and the impact
on morale has to be considered when broadening the span of control. Smaller spans of control
result in greater staff/management interaction but impose a cost on the organization.

The Learning Organization

Handy and others suggest that the typical 21st century organization may have a small core of staff
who oversee the work of sub-contractors, temporary employees part-time workers, agency temps
and outsourced activities. This allows the organization to adapt rapidly to new circumstances.
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The concept of a 7learning organization” has also been proposed. This means that the
organization creates systems to encourage all employees to develop their knowledge and skills and
improve efficiency and effectiveness in all respects. With this approach, flexibility and
adaptability are “built in” to the core of the organization, and staff can cope with change. Team
learning and a shared vision become building blocks for such an organization.

Since change (evolutionary and revolutionary) is now endemic to the library and information
industries, some or all of the strategies proposed in the learning organization philosophy are
useful approach for managers of library and information agencies.

EXERCISE 4.2
In order to emphasize the differences that the formal structure can make in completing a task,
undertake the following activity in a group.

Select one person to act as the manager, who has the task of communicating to the staff (the rest of
the group) how to draw the following diagram (from Kolb, Rubin, and McIntyre, p. 433):

This exercise has to be done twice. In the first situation the manager stands with his/her back to the
group and tries to describe what the group must do. The manager is not allowed to use pictures (only
verbal communication) and the staff (group) can ask no questions.

The second approach has the manager face the group and verbally explain the diagram again.
However, this time the group can ask questions of the manager and of each other.

The first approach approximates a formal structure where instructions are given by managers with
little staff participation and where there is no communication between sections.

The second approach approximates a less formal structure, with an open network where managers
discuss tasks with staff, and staff communicate with each other across sections.

Experiments using this exercise have found that approach 1 is considerably faster. The manager
sends the message and completes the instructions quite quickly, whereas approach 2 takes much
longer. However, approach 2 provides a far higher accuracy level. In addition, in approach 1 no one
except the manager feels very satisfied with the process; in approach 2 staff morale and enthusiasm
are generally high.

While this exercise is simplistic, it does indicate the importance of cross-communication in
organizations, both upward and sideways. While there is a cost (increased time), the end result will
usually be a better job. It is therefore a manager’s responsibility to assess the nature of the task and
adopt an approach appropriate to its needs.
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CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Jessica has worked as the head of the Cataloging Section in the State/Provincial Library for nearly five
years, supervising about ten staff. For most of that time she has enjoyed the work and found it
challenging and fulfilling. Lately though, she has been concerned that productivity is falling and
morale and enthusiasm are low. The two other sections comprising the Technical Services
Department have also reported some problems.

Jessica has discussed the situation with the other two managers, and together they feel it may be
time to consider reorganization of the entire department in order to change the manner in which
materials are received and processed and to change the nature of some of the jobs in order to make
them less routine. This change would affect directly the work of the Cataloging Section in particular,
and may mean some staff moving to other sections in the department.

How should Jessica and the other managers design and implement any changes?
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Chapter s
PLANNING

Introduction

One of the most important tasks undertaken by any manager is planning, whether it is for
activities to be done the next day or laying out the strategic aims for the organization over the
coming five years. A popular maxim says that most managers don’t plan to fail, they fail to plan!

For all managers, some level of formal planning, involving strategic objectives and how they are
going to be achieved, is an essential part of their role. If it isn’t done, the organization will drift,
changes will happen haphazardly, uncertainty will be high, and staff morale will undoubtedly

suffer.

All managers plan, even if only thinking at night in bed about the next day. However, it is formal
planning, where objectives are thought through, discussed with others, and written down, that is
considered here.

There is a hierarchy that sets the various types of organizational planning in perspective, showing
how each supports and complements the other. These levels of planning are discussed in detail in
the following chapters.

Mission Statement

(defines the purpose of the organization)

Strategic Plan

(long-term plans to achieve the mission)

Operational Plans

(short-term plans to support the strategic plan)

Generally, the following discussion applies equally to both strategic and operational planning, but
with a change of emphasis depending upon which type of planning is undertaken, the nature of
the plans, and the objectives being sought.
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Why Plan?

Purpose and Direction

Planning is needed to give purpose and direction to an organization, to ensure that it has clear
goals and objectives. Planning is particularly important as organizations increase in size and work
is broken down into smaller parts. Maintaining a clear sense of purpose, common goals, and
commitment across a wide range of geographically or functionally spread units will be extremely
difficult unless a well-developed plan, with goals and milestones, has been developed. The plan
acts as a framework within which the work of a particular section is undertaken and toward
which its activities should be directed.

Conflicting Aims

Careful planning reduces the potential for overlap and conflict between sections of the
organization. By defining a common purpose and targets, all areas should understand their role in
helping to achieve these goals and thus limit occasions when conflict or disagreements arise.

Staff Direction

It is necessary to plan in order to ensure that staff are working toward commonly understood
goals and not losing sight of the “big picture.” It is easy for people to get caught up in the day-to-
day aspects of a job or in the practice of professional skills, forgetting what they are ultimately
trying to achieve. A clearly articulated goal and purpose which staff have helped to develop, and
which is strongly promoted by senior management, will help to ensure commitment and success
for the organization and to maintain focus at all levels.

Internal and External Environments

Development of a plan will encourage managers to consider external threats and opportunities
and the internal strengths and weaknesses of their organization. This necessary step feeds directly
into all types of planning in order to prepare realistic targets and goals that take account of the
organization’s environment.

Gathering and Analyzing Information

Planning provides a discipline that encourages a logical and articulated approach to decision-
making. In developing any plan, management is forced to gather and analyze information,
reappraise priorities, consider resource availability, and try to predict future patterns. Planning
undertaken in this way will have more success than ad hoc approaches based upon the hunches or
feelings of a senior manager.

Big Picture View

Planning encourages a “big picture” view by management committed to the long-term prosperity
of the organization. Medium- to long-term planning (two to five years) maps out a future for the
organization and reminds management and staff that long-term health and prosperity are basic
goals.

Identifying Key Areas

Planning can help to identify key areas that may help or harm the organization. These areas
should become evident through the sifting of information, both internal and external to the
organization, that occurs in the development of longer-term goals.
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Proactive, not Reactive

Planning discourages “fuzzy” thinking and actions by management and limits “knee-jerk”
behaviors and responses. It benefits the organization (which is not misdirected from its path by
irrational responses to situations) and staff (who can have more confidence in decisions that are
being made).

Control

Proper planning is essential to allow measurement and assessment of the performance of staff,
management, and the organization as a whole. Without a written plan and goals, comparing
actual achievements with expectations will be extremely difficult.

The Planning Process

Planning is often understood as comprising two stages to support the global mission of an
organization. These stages are strategic planning, dealing with long-term objectives, and
operational (also called tactical) planning, dealing with day-to-day operations. Both are
inextricably linked and are discussed in the following chapters.

How to Plan Successfully

All planning has to consider the basic steps described below:
* what is to be done

* when to do it

* howtodo it

* whois to do it.

What Is to Be Done

Whether long- or short-term planning is involved, it is essential that proper objectives be defined.
These objectives are used as performance measures to assess whether or not, at the end of the
cycle, the plan has been achieved. Thus a plan needs to consider the product or service to be
delivered, together with measures to assess quantity and quality, within some sort of timeframe.

When to Do It

A time line is also essential for proper planning, and to act as a performance measure. In order to
ensure the availability of the right resources at the right time, managers need to be clear about the
timing of events and the order in which they will occur. One common planning procedure
identifies a “critical path” to ensure that events proceed in a logical and efficient manner in order
for a complex task to be completed in the minimum time.

How to Do It

“How to do it” is part of operational planning. It is usually missing from the bigger-picture
strategic planning activity, which concentrates more on outcomes than on the specifics of how to
achieve them. As in the previous steps, “how to do it” can be used as a performance measure to
assess the quality of outcomes and the appropriateness of this process. It is thus useful in
evaluating practices and procedures, leading to changes and improvements in systems. Depending
upon the nature of the task, “how to do it” may be quite general or very specific.
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Who Is to Do It

It is essential to allocate responsibilities to oversee the implementation of long-term, strategic
goals and to identify individuals to undertake specific tasks in day-to-day operational plans.
Organizational structure and levels of staff abilities and training, together with an understanding
of an organization’s culture and ethos, will help in making the correct decisions in this area.

Cole (pp. 461-463) outlines a six-step approach to planning and makes the point that involving
employees in the preparation of a plan is an important part of building their understanding and
commitment to the process. Cole’s six activities are:

1.

Establish goals that relate to the organization’s mission, objectives, and priorities. Make sure
these are specific and realistic. It must be possible to measure progress towards the goals and
know when they have been achieved.

. Note the activities that are necessary to achieve these goals and the resources required. Use

meetings, brainstorming or other approaches to ensure the widest possible input into the
discussion.

. Program the activities in a logical sequence: what needs to be completed before the next step

can commence? And assign responsibilities and targets as appropriate. Use planning
techniques such as Gantt charts or more sophisticated software packages to assist in this
process.

. Make sure the plan is widely communicated and discussion encouraged. Be open to alterations

or ready to explain why a certain approach is preferred.

. Once the plan has been discussed and the approach confirmed, put the plan into action in a

positive and enthusiastic manner.

Ensure progress is monitored throughout, particularly in the early days. You need to know as
soon as possible if things are going wrong. At the end of the process, a formal evaluation of
what worked and what didn’t may be appropriate depending upon the nature and complexity
of the plan.

EXERCISE 5.1

Planning can assist individuals as well as organizations in pursuing goals. Using Cole’s activities to
assist in good planning:

Establish a career or life goal that you would realistically like to achieve within the next year.
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Consider your current situation with regard to reaching this goal. Is it going to be hard, moderate or
easy? Are you in a position where achievement of the goal is possible given the resources you have
access to? Consider how you will feel once it is achieved.

Identify the resources you may need. These will usually include such things as people, skills, money,
opportunity, family situation, attitude, personal strengths or shortcomings, time, and commitment.

Develop a sequence of activities, with targets and timeframes. Be sure you can check off an action or
activity every month in order to reinforce your commitment to progress toward the goal.
Make sure you monitor your progress and are strict with yourself.
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Why Planning Is Not Always Done

Often planning is not done and decisions are made without having gone through any formal
planning. There may be many reasons for this, including:

* inability to set goals

* resistance to change

* time constraints

* qualitative measures

* unforeseen changes.

Inability to Set Goals

A manager’s inability to set goals may be due to:

* lack of confidence in performing the planning process

* lack of training and understanding of the need to plan

* lack of organizational or environmental knowledge, making it difficult to plan

o fear of failure that is far more apparent when a written plan has been devised and progress
assessed against it.

Resistance to Change

There may be resistance to change due to a variety of factors including staff with low morale or
self-esteem, vested interests happy with the status quo, and staff concerned over a loss of skills or
seniority based on experience. Planning for change, unless it involves those affected and has been
widely communicated and discussed, can be threatening for many staff.

Time Constraints

The time taken to prepare any complex, longer-term plan, particularly involving staff
consultation, will be significant. This may inhibit busy managers, limiting the level of planning
undertaken.

Qualitative Measures

It is more difficult to account for qualitative (rather than just quantitative) measures in any plan.
It is easy to specify the number of books that are expected to be cataloged in the coming year and
then to compare that number with the number actually cataloged. However, it is far more
difficult to assess how well the cataloging has been done.

Unforeseen Changes

Concern that longer-term plans will not be able to take into account unforeseen changes,
particularly in rapidly developing areas such as changes in technology and online services, can
lead to their being discredited. It is essential that these plans allow for change and be flexible
enough to take advantage of new developments.

Planning in Nonprofit Organizations

Some issues are particularly relevant to organizations such as libraries and information centers
where the bottom line is not to make a clearly identifiable profit, but to provide a quality service.
Some of these issues are:

* the diversity of services provided

* the difficulty of preparing or stockpiling a “ready-made product” to meet anticipated demand
* the difficulty in many areas of evaluating the quality of service provided

* the difficulty of costing out services accurately
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* the lack of a mass-produced product, and the individuality of the service provided
* reliance upon individual skills to provide service quality.

Issues such as these complicate the planning process and make it more difficult to evaluate success
or failure of the plan when reviewing progress. However, the fact that the process may be more
difficult and time consuming and less specific in its measurable outcomes does not mean that it
should not be undertaken!

EXERCISE 5.2

As the manager of a press-clipping, TV, and radio-monitoring service employing a large number of
contract employees who work from home, Patrick has decided to implement a new automated system
to keep track of all the work being done, who does the work, and payments to employees.

Under each of the headings provided, consider some of the factors that may make Patrick reluctant to
draw up a detailed plan for implementing the new system.

Inability to set goals

Resistance to change

Time constraints

Qualitative measures

Unforeseen changes
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CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

“This whole inventory business has been a complete mess and waste of time,” muttered Nada in
exasperation. She thought back on what she had wanted to achieve at the end of last semester. With
the new automated system up and running and all books now barcoded, Nada had thought it would
be a simple matter to undertake an inventory and come out with a clear understanding of what was
missing, what was on loan, what had been misshelved, and total holdings for various areas of the
collection.

Instead, the end result was a mess, and Nada had no confidence in what the system was telling her.
Sadly, she realized she should have planned the exercise in far more detail.

Consider the issues Nada needed to plan for in conducting this inventory and how it could have been
done better, using Stoner’s four basic planning steps as a guide.
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Chapter 6
STRATEGIC PLANNING

Introduction

Strategic planning is concerned with the long-term direction of an organization. It deals with
issues such as defining mission statements, analyzing environments, considering alternatives, and
selecting a path to pursue. It is a continuing, systematic process for any organization, forming
part of an endless cycle that usually involves staff at all levels in planning, decision-making,
teamwork, and evaluation.

Strategic planning provides the framework within which operational plans, concerned with the
day-to-day running of the organization, are developed. Above strategic planning lies the mission
or vision statement, outlining in very broad terms the business of the organization and where it is

heading,.

Mission Statement

The mission statement is intended to provide a high-level description of the purpose of an
organization. Usually it is a concise paragraph or two dealing with the fundamental reasons for
the organization’s existence. It lays down in extremely broad terms the overall aims or purpose of
the organization. While these will inevitably change, there is usually an underlying continuity
about the mission.

It is important that staff members understand the mission statement and relate to its goals, which
they must feel are meaningful and achievable. Customers and stakeholders should also

understand the purpose of the organization as expressed in its mission statement.

As defined on its website,

The mission of the University of Toronto Library is to foster the search for
knowledge and understanding in the University and the wider community. To this
end, we shall provide innovative services and comprehensive access to information
founded upon our developing resources as one of the leading research libraries in the
world.

This statement succinctly expresses the university’s overall purpose, without attempting to define
how its mission is to be carried out, and is followed by a “Statement of Service Values” that guide
it.

Another mission statement, from the Library of Congress, shows clearly the role that LC intends
to adopt as a leader among American libraries:

The Library’s mission is to make its resources available and useful to the Congress
and the American people and to sustain and preserve a universal collection of
knowledge and creativity for future generations.
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In one sentence the Library of Congress outlines its aims and philosophy. In addition, it talks of
its clients (Congress and the American people), its products and services (making its resources
available and useful, sustaining a collection of knowledge and creativity, and preserving that
collection), and its leadership role (sustaining and preserving a universal collection). Although
this statement was developed primarily with print resources in mind, it has proved broad enough
to encourage the development of new strategies with respect to digital resources.

Strategic Planning

Supporting the mission are strategic plans or initiatives that focus the organization’s direction in
achieving its mission. These are long-term strategies, yet are regularly reviewed to ensure their
relevance and appropriateness in a rapidly changing environment. The strategies adopted will
support broader organizational aims that may concentrate on growth or expansion, stability, and
maintenance of market share, or possibly downsizing and retrenchment.

Examples of strategic directions in the library and information industries may be:

* Growth industries: full text databases, electronic journals, digitizing images

* Stable industries: traditional printing and publishing, automated library systems

* Declining industries: microfilm and microfiche technologies, printed encyclopedias.

The plan is usually developed by senior management who must then communicate it properly
throughout the organization in order to ensure broad “ownership” of its objectives. Focus groups
may be used with staff—and frequently customers—to find out more about how the organization
is performing, to gain ideas as to where it should be going, and, most importantly, to find out
where it is not achieving.

Closely associated with the plan are its related performance indicators. These will be devised
while the plan is being developed, to act as a measure of success. They are important in any
evaluation of the effectiveness of the steps taken in achieving the plan as well as in its actual
outcomes. Make sure the indicators are as “measurable” as possible and try to avoid purely
qualitative measures such as “improved customer relations,” “a higher profile within the college,”
etc. Try to devise measures that can be quantified, e.g., by surveying customers before and after a
customer-relations program has been put in place, in order to measure whether satisfaction levels
have risen. For example, one can set a benchmark—say, 80% of users surveyed will feel that they
received a high level of service compared to 50% before the program—by which to measure
relative success or failure.
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EXERCISE 6.1
Using the mission statement of the Library of Congress given above, create what you feel may be the

strategic plans necessary to achieve the following parts of its mission with respect to digital
information:

To make its resources available and useful to the Congress

To make its resources available and useful to the American people

To sustain a universal collection of knowledge and creativity for future generations

To preserve a universal collection of knowledge and creativity for future generations
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Steps in Developing a Strategic Plan

Once the mission statement has been developed into a clear statement of overall objectives, the
strategic plan can be developed to achieve its goals. This can be time consuming and difficult, but
it is essential to provide direction over the medium term. By building suitable control measures
into the associated operational plans it should be possible to assess progress toward the strategic
objectives. The basic steps necessary to develop the plan are as follows:

* Ensure that the mission statement is clear and concise and correctly summarizes the role of the
organization. If the mission relates to a subunit of a larger organization, such as a library
within a university, it must fit comfortably within the organization’s culture and support the
overall mission of the organization. Thus, government departments, schools, and universities
will all have broad mission statements that the libraries in these institutions need to support.

* Evaluate internal and external factors using devices such as the SWOT analysis (strengths,
weaknesses, opportunities, threats) as discussed earlier. Involve staff and users in this analysis
in order to gain depth and breadth of input.

* Evaluate current performance level and availability of resources. Assess existing strengths and
weaknesses. Conduct comparisons with like organizations and learn as much as possible about
their strategic plans and concerns.

* Clearly define the organizational philosophy that is supported by top management. This
philosophy relates to fundamental issues that define the shape and nature of the service
provided. Ensure that no major policies contradict each other, or will hinder achievement of
the “big picture” goals.

* Consider the values of the organization and how they shape its culture and activities. These
have usually developed over time and will have a big influence on organizational philosophy.
Planning needs to use these values as a basis upon which to build, rather than see them as a
hindrance to future growth.

* Determine user demand by talking to users and nonusers, conducting surveys, and searching
the literature. Reassess target groups, market segments, and user needs. Consider future trends.

* Using the information gathered, develop a set of objectives and priorities focusing on long-
term success and growth for the organization. Traditionally, these strategies concentrate on
providing value for money—e.g., the best product at the lowest competitive price; providing a
product clearly different from the competition’s; or concentrating upon one market segment
or target group.

For libraries and information centers this may include keeping costs down for the parent
organization, while maintaining a high level of service; providing a valuable information service
not easily duplicated by the end-user or outside sources; or by building a highly specialized,
targeted, and comprehensive collection of resources relating to a very specific area.

Remember that strategic planning is a continuous process that involves evaluating the results of
earlier planning; amending plans in the light of changes in the environment, user needs, or other
causes; and remaining flexible enough to grasp new opportunities and avoid unforeseen pitfalls.
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Strategic Planning—Why and Why Not?

Strategic planning occasionally goes out of fashion and, quite frequently, is not done to the depth
and degree necessary to provide a solid base for future growth. Like all activities, there are benefits
and costs to strategic planning. It is important to consider both when deciding on the extent to
which the organization will devote resources to it.

Benefits

The benefits of strategic planning vary across organizations, depending on the nature of their
businesses and the environments within which they operate. Generally, however, strategic
planning will:

* motivate the management team

* force management to consider its key objectives

* provide a framework for operational planning and help keep it on track

* actas a control against management going off on “hare-brained” schemes

* help maintain focus during periods of rapid change

* stimulate awareness of strategic issues among management and staff

* contribute to innovation

* increase staff awareness of the business environment

* promote better coordination of activities and resource allocation

* provide staff with a vision for the future

* help promote the organization to external groups such as funding bodies.

As well as benefits, of course, there are costs.

Costs

The problems inherent in strategic planning sometimes cause it to fall out of favor as a

management tool. Most of these difficulties lie outside the organization’s control, leading to

frustration when carefully laid plans cannot be pursued. Problems include:

* the difficulty of planning medium- to long-term in a rapidly changing environment that can
be quite unpredictable

* the volume of information required to devise the plan

* the time taken to produce the plan

* the need for flexibility to meet unforeseen challenges and opportunities, and not to be tied
down to a plan drawn up months before

* the lack of support from staff more usually concerned with short-term, even day-to-day
activities

* lack of understanding of or support for strategic planning within the parent organization

* the possibility that resources may not be available when it is time to implement the plan

* unrealistic, impractical plans that do not match organizational resources, values, or
philosophy.

Many of these problems can be addressed in the early stages of working on strategic issues. Some

may seem insurmountable in a particular situation (e.g., if you are a farmer, it is impossible to

control the weather). However, it is often possible to build processes into the operational plans

supporting the strategy to help deal with such problems (e.g., the farmer can take out insurance).

While strategic planning does come in and out of favor, it is generally seen as central to

management activity.
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EXERCISE 6.2

Despite fierce competition and high attrition among serial vendors, the new Consort Serial
Subscription Agency hopes to be a pioneer in the emerging consortial market for electronic and paper
periodical subscriptions by offering attractive, flexible group plans to consortia and their member
libraries.

Devise a mission statement that may be appropriate for the Consort Serial Subscription Agency.

Produce three strategies related to achieving the mission of the agency.
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CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

A government department has the following mission statement:
Transport Canada’s mission is to develop and administer policies, regulations and services for
the best transportation system for Canada and Canadians—one that is safe and secure,
efficient, affordable, integrated, and environmentally friendly.

Brian is the manager of a special library within the department. Devise a mission statement for the
library in support of the department’s mission.

Consider why Brian might have some difficulty in developing strategic plans for his library.
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Chapter 7
OPERATIONAL PLANNING

Introduction

Operational planning occurs at the bottom level of the planning hierarchy and is concerned with
setting out the short-term programs and activities necessary to make progress toward long-term
objectives detailed in the strategic plan. Involving both front-line and middle management,
operational planning concerns inputs and outputs, resources and constraints, and how these can
be managed to meet strategic objectives.

Operational plans are for the shorter term, providing the means to implement the longer-term
strategy. These plans give life to the overall strategy by spelling out very specific activities to
achieve the broader goals announced in the strategic plan. It is through these plans and their
related performance indicators that progress toward broader aims can be measured. Thus, it is
suggested operational plans must be:

* Specific

* Measurable

* Attainable

* Relevant

* Time constrained.

Always remember that operational plans should tie in directly with the broader, strategic goals of
the organization.

It is one of the major roles of supervisors or front-line management to provide these operational
plans using the management functions described earlier, i.e.,

to organize the human, financial, and other resources to undertake the task

to direct, lead, and motivate in achieving the task

to measure and control activity against the plan.

Keep in mind that in devising operational plans it is vital to include the staff members who are
expected to implement them. Not only does this approach provide an opportunity for staff to be
involved and understand organizational goals; it has also been shown to boost staff commitment

to the goals they have helped to establish.

Staff will also have a good idea of what can or cannot be achieved, will provide pragmatic input
into setting realistic timeframes, and are likely to have experience and knowledge of the effort and
resources required. It is incumbent on supervisors and managers to involve staff in operational
planning; but final decisions rest with management, who must then explain clearly the reasons
why a certain course of action is to be adopted, particularly if it was not the approach favored by

staff.
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As an example of how the levels of planning relate, consider the mission of a hypothetical public

library:

To provide educational and recreational resources to the residents of its county
in a cost-effective manner, to act as a repository of local history, and to offer
access to information resources held outside the local area.

In support of this mission, one of the library’s strategic plans may be to ascertain whether or not
the purchasing program for adult fiction is meeting the recreational needs of residents.

The operational plans necessary to implement the strategic plan will include designing and
conducting surveys of users and nonusers of the collection; measuring collection usage; reviewing
selection policy; and so on.

Designing Operational Systems

Stoner (p. 222) discusses a number of basic steps applicable to the introduction of new strategies,
whether an organization is product- or service-oriented. These steps are still relevant today,
providing a sound checklist of issues to consider when developing operational plans to achieve
these higher level strategies. Operational plans range from simple procedures like dealing with an
increase in the number of reference questions in a special library to more complex activities such
as a change in the computer system. Regardless of the level of complexity involved, it is useful to
consider the following aspects of any proposal:

* research

* selection

* design

* implementation.

Research

Research is necessary to understand all the issues involved, to clarify the nature of the problem
being addressed, and to generate ideas and alternative courses of action. This research should help
clarify
* what objective is to be achieved by the plan

* the costs and benefits of the various courses of action that are available
* any impact upon staff and customers

* what materials or facilities are required

* what budgetary implications may be involved.

Depending on the objective to be achieved (which will affect the complexity and impact of the
plan), this research phase should usually involve staff at all levels and be the first step in building
their commitment to the plan’s implementation.

Selection

Selecting the appropriate course of action is based upon the research. Choice of appropriate
action is based on a balance of the resources available and the objectives to be achieved. The
“perfect” solution may not be adopted for any number of reasons. If not, it will be important that
staff and senior management be made aware of why compromises have been made and a less-
than-perfect solution implemented.
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Always ensure when deciding on the course of action that broader organizational philosophy and
strategies are supported. Again, staff should be involved in this decision-making if it will affect
the way they do things. This process should clarify why a particular approach is being adopted.

Design

The design of any new service or product or the upgrading of existing procedures should
emphasize quality, reliability, and cost-effectiveness. As a general principle, keep it simple. Staff
members have to be trained in new practices and procedures; customers may have to get used to
new systems; and management may have to accept a short-term loss of productivity during the
implementation or changeover phase. Thus, before setting in place any changes, be sure to
consider their impact on:

o staff

* customers

* the organization.

Implementation
The following should also be considered when bringing in a new or changed system:

¢ Staff should be involved at all stages from planning to implementation. For simple activities
that have little impact on the work flow, involvement may mean simply a discussion during a
coffee break. For more major decisions, formal meetings and detailed discussions will be
necessary, covering all aspects of the proposed change.

* Think about technology and the role it will play in the new process. Whatever activity is
planned, in the library and information professions there will probably be some reliance on
technology. This may prompt concerns relating to training; data-entry skill; and availability,
reliability, and capability of equipment. Depending on the nature of the plan, it may be
necessary to consider such questions as the following: What will happen if the system goes
down? How will slow response time affect the work? What if there are no computer outlets on

this side of the office?

* The design of the work flows associated with the plan needs careful thought to ensure the best
possible outcome. There are occupational safety and health issues to be considered, levels of
job satisfaction to be maintained or improved, and relationships within the department or
externally to be taken into account. There may also be individual concerns of staff affected by
the plan. Do they feel capable of implementing it? By making previous practices obsolete does
it require that they master new skills? Is their performance more readily assessable under the
new system? These individual concerns have to be appreciated and dealt with by the manager
responsible for implementing new procedures.

* Training is a major issue that may need to be planned and budgeted for in the implementation
of new activities or major upgrading of old ones. Staff should feel that they will be capable of
performing the new tasks effectively. The level of training required will range from a simple
question-and-answer session in the work environment for a minor change of procedure (e.g., a
new booking form for audiovisual equipment in a school library) to formal off-the-job training
in order to implement a new automated library system.

* Some form of performance measure needs to be in place to gauge the success of any new plan.
Depending on what is being undertaken, it may include measures of quality, output, cost,
timeliness, customer satisfaction, level of backlog, etc. These measures need to be carefully
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thought out beforehand, with all staff understanding how the new work practices will be
assessed. Staff also need to be clear on the timeframe within which the new system will be up
to speed.

EXERCISE 7.1
David works for the customer hotline at the state internal revenue service. His main job is to answer
questions from the public about what is and isn’t tax deductible. In the past, his work often involved
considerable time with individual callers, going through the tax code, finding additional information,
etc.

Due to staff cuts, the number of hotline staff has been reduced, raising the workload for David and
the others dramatically. Following a directive from the revenue service administration, the hotline
manager has been discussing with the staff the implementation of a new system. In this system,
callers would be told that if their question takes longer than five minutes to answer, they will have to
decide whether to pay a fee of $50 per hour (minimum charge $25) for a staff member to continue
with their problem, or to go to a private accountant.

David is concerned about this change, despite having been consulted about its possible adoption.
Using the headings below, what are some of the issues that may be of concern to David?

His involvement in the decision and its implementation

The new or changed technology requirements

Training requirements

The impact on work flows

Performance assessment
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Planning Tools

A number of techniques and procedures have been developed to assist managers to formulate
plans and oversee their implementation. The main aim of these techniques is to enable managers
to schedule activities and resources properly so that they can proceed in the right order and be
available as required. These techniques can also be useful as a pilot study to assess the feasibility of
projects, particularly those that are more complex, before full-scale application. Examples of these
techniques include:

* Gantt chart

* PERT network

* modeling.

These techniques, and many others, are available as sophisticated computer software packages
that enable complex planning to be undertaken rapidly and simply. Updating or changing is easy,
and so is emailing or printing out copies of the plan for interested parties. However, for simpler
projects, manual methods using paper and pencil are still appropriate and very useful.

Gantt Chart

The Gantt chart is a well-known graphical means for planning the progress of an activity.
Usually, activities are listed along the vertical axis while the horizontal axis represents a time line.
Activities are listed in the order in which they need to happen and a line is drawn along the chart
to represent when they should start and end. The chart makes evident potential clashes or
overlaps, the amount of time each activity will take, and how a project is progressing. The
example below illustrates how the chart can be used to plan production of a new “Guide to
Special Collections” for a large library:

ACtiVity Week
1 2 3 4 5 6 7 8
Decide on scope of guide Hokokok
Gain administrative approval sofokokok
Collect information S————
kKoK koK oKk Hok kKoK

Enter into word processing

Edit, correct detail Rtk

Design cover and pages i

kokkkK kK

Compile sample copy

Print copies ootk

Distribute AAK

The chart shows how long each activity will take, those tasks that are concurrent, and those that
must follow in sequence. As tasks are completed, the chart can be updated with a line that shows
the actual time taken. This acts as a measure of control indicating to the manager how well the
project is keeping to schedule and how delays may push out the completion date.
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PERT Network

The Program Evaluation and Review Technique (PERT)—also known as critical path analysis—
is more sophisticated than the Gantt chart. It is used in planning more complex projects, usually
through a computer software package, which adds greatly to its flexibility and ease of use.
Essentially, it has the same aims as the Gantt chart—to assist with scheduling and assess
progress—but is more able to highlight potential bottlenecks. The simple example below
illustrates how it might be used to plan the installation of a mobile compact shelving unit in an
area previously occupied by stationary shelving.

Activity Expected Time Prerequisite Activity
(days)

A Measure floor area 1 None

B Check floor loading and levelness 1 None

C  Order appropriate compact shelving 1 AB

D Advise users of disruption 1 None

E  Pack up materials 3 D

F Dismantle, remove old shelves 1 E

G  Level floor 5 F

H  Install compact shelving 2 GG

I Move materials into compact shelving 2 H

From this network diagram it is easy to see how long the job will take, where concurrent activities
can be undertaken, and where problems may occur.

Modeling

Modeling or simulation may be used to test plans before they are implemented in practice. It is
particularly useful for testing options that involve the use of various combinations of materials.
Testing can be done manually or using computer software, to plan for, say, the move of a whole
office to another building. Modeling may take the form of a diagram of the new office area, using
paper cutouts of workstations, desks, bookcases, etc. Thus arrangement of the furniture in the
new area can be worked out before the move, reducing the difficulty and time involved in
moving. Only a pencil, ruler, paper, scissors, tape, and glue stick are required. More sophisticated
modeling could be undertaken using computer-aided design (CAD) software that allows users to
view floor plans from various angles and to manipulate the components being moved, in order to
make the best possible use of the space available.

All these approaches are relatively simple to use, offering an easy, yet useful, method of successful
project planning.
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EXERCISE 7.2

Construct a Gantt chart that shows the steps and approximate times involved in relocating a college
library from its current premises to a new building 50 yards away across a parking lot.

CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

As a cataloging supervisor Scott is aware of a package of over 200 individual pieces of sheet music
that have just been acquired by the library. His director is particularly interested in this collection and
has asked for it to be “processed” as quickly as possible. Neither Scott nor any of his staff have
experience handling sheet music.

In his initial research of the problem, what are some of the issues Scott will need to foresee and what
planning will be required to help overcome them? Use the points below as a guide:

Physical processing (labeling, shelving, etc.)
Cataloging (level, standards, copy cataloging, etc.)
Staff training

Impact on other work
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Chapter 8
EVENT PLANNING

Introduction

One type of planning that many library and information center managers may be required to do
is for special events. It could be the launch of a book week or a readathon; the visit of a celebrity
such as an author; a politician opening an extension; or a conference, workshop, or seminar. All
these events will benefit from careful planning following the steps discussed in earlier chapters. It
is useful to consider in detail some specific points related to organizing events. Depending upon
the size and nature of the event, some or all of the activities discussed in this chapter will need to
be undertaken. Obviously, the bigger and more complex an event, the more care needs to be
taken in addressing these issues. Planners should be sure to do each of the following:

* Establish clear and prioritized goals for the event. If appropriate, spell out a theme, slogan, and
logo to tie activities together. Be clear about the target audience.

¢ Sell the event to your staff and superiors.

* Prepare a schedule of activities covering the planning, the event itself, and its follow-up.

* Decide on guests, activities, levels of catering, location, etc.

* Draw up a budget as early as possible.

* Allocate staff and other resources to the event.

* Market the event—publicity, promotion, etc.

* Conduct the event.

* Follow up and evaluate.

Goals and Priorities

Explicit goals are crucial to the success of any enterprise. Is an “MS Readathon” campaign just to
raise money for multiple sclerosis research, or does it have other goals such as encouraging reading
in young people, greater use of the library collection, improved literacy skills, raised awareness of
multiple sclerosis, etc.? Usually events have a range of goals within one major objective. It pays to
be clear about these goals, including defining the target audience (e.g., 6- to 12-year-olds, the
department’s senior management, etc.). Spell them out and prioritize them.

Once this work has been done it is easier to plan the next steps: the type of event, whether linking
with other groups will be necessary, proposed audience and activities, costs, timing, and duration.
Then it may also be possible to devise a catchy slogan or logo with which to lead a promotional
campaign and spark interest among the target audience. Also, with the goals clearly spelled out, it
is easier for senior management to be clear on what it is endorsing and, once it is over, to evaluate
how successful the event has been.
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Selling the Event

In order to “sell” the event, you need to build enthusiasm and support among staff as well as
senior management. Doing so is not always easy, since the event will no doubt impose additional
work on already busy people. Make sure that staff are involved as much as possible from the start
and discuss their concerns openly. Something else may have to take a lower priority over this
period. In that case, be explicit about it so that it is clear to everyone.

When presenting the case to senior management, point out if other activities may suffer so that
management will not be taken by surprise if other things slide. Management needs this
information to help it assess the priority of any new activity.

Scheduling

If the event has any degree of complexity, a clear, detailed timetable needs to be drawn up
covering the planning period, the activity, and the aftermath. Scheduling can never be too early.
A good schedule helps immeasurably to reduce the stress of event preparation. A sample schedule
for a moderate-sized conference is given later in this chapter.

Activities, Guests, etc.

The activities involved, the question of guests, and the style and location of the action all depend
upon the nature of the event. Thus a readathon, conducted by the local library, would require
very little in the way of location or activity planning, although a guest speaker to address parents’
or seniors’ clubs may be appropriate. Guests are an attractive option in many ways but require
careful planning to ensure a pleasant experience for all parties. They must be met, escorted, have a
decent-sized audience, and may require security (if politicians or celebrities). They should give a
speech of appropriate length, and may need to have their costs (e.g., travel) refunded.

Location, if outside the normal facilities, requires additional work. If outside, there are concerns
about the weather, parking, permission to use the site, seating, toilet facilities, catering, security,
etc. These concerns are relevant anywhere, but become particularly acute outdoors. If indoors in
an unusual location, be sure that the space is adequate, that you have the necessary keys, that
computer cabling exists if required, and that access is available for everyone.

Budgets

Once the broad aims of the event have been decided, a budget estimate can be determined. It will
be used to give senior management a general idea of the cost of the event in relation to its size and
scope. Management will then be able to judge whether or not the activity can be funded and
whether the proposed cost seems reasonable. Once management has given an in-principle go-
ahead, planning of location, activities, etc. will generate a more detailed and accurate budget.
Then senior management can give final approval (or not) for the event to take place.

Staffing and Resources

Remember that staff members will be taking on this work in addition to their normal routine.
Involve as many staff as practical, ideally using available talents or expertise, but do make sure
that someone has clear accountability for the outcomes. Give people plenty of time and do not
hand out “last minute” jobs. Use external help as necessary and for key roles, making sure that a
backup person is designated.
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Planning for almost any event will take more time than you first anticipate. Do not
underestimate the size of the task and its complexities. Follow the plan carefully, referring
regularly to the schedule, and take immediate action if things appear to be slipping—it is easier to
fix them now than to leave them and hope they will get sorted out as time passes.

Marketing and Promotion

This is essential to any successful activity. Develop a consistent image (this is where logos,
slogans, etc., are useful) and be clear on what is being promoted. Consider a press kit for local
media detailing the event, containing invitations to the opening and contact numbers for more
information, interviews, etc. Make use of “free” promotion—e.g., interviews with local radio,
posters designed by students, email and webpage advertising, talks to local groups, etc.

Conducting the Event

With good planning and preparation, the event will go smoothly. The day before, make sure that
you check all aspects of the venue and activities. Consider whether signage is in place to direct
visitors. Are guests prepared and still coming? Has the media been informed? Is the mobile phone
charged? Do you have cash on hand for emergencies? Have you put off other activities to
concentrate on the event? Depending on the size of the function, this preplanning the day before
should help to minimize the nasty surprises that can create stress on the day.

Follow-Up

At the end of the function, thank everyone and sort out any financial transactions (before you
forget). In the next few days, prepare a follow-up report that examines how well the original goals
were met, the costs involved, the difficulties encountered, what worked and what did not. Write
and thank invited guests and anyone who put in particular effort. Present your report to
management and, if necessary, arrange for auditing the finances.
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EXERCISE 8.1
Katrina and three other staff run a medium-sized secondary school library. They are planning to raise
awareness of local environmental issues within their school community and to present information
about environmental organizations such as the Sierra Club, the Nature Conservancy, and
Environmental Defense (Environmental Defence in Canada). Katrina is thinking over this idea and
wants to make some notes under the following headings to help in getting the project off the ground.

Clear goals of the proposal

Possible types of events and associated activities

Financial considerations

Publicity and promotion
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Scheduling Example
The nature and extent of any schedule is determined by the complexity of the event. However,
managers of even simple activities benefit from a clear schedule of tasks to reduce the stress
involved in planning and implementation. The following is a suggested schedule for a fairly
complex event—organizing a seminar, conference, or workshop that will involve high-profile
guests, a venue, promotion, etc.

10-18 months prior

9 months prior

6 months prior

3 months prior

1 month prior

2 weeks prior

1 week prior

1 day prior

On the day

1 day after

1-2 weeks after

Gain general approval; establish a committee; decide purpose, goals,
and audience; set dates; investigate and book venue; brainstorm logo,
theme; identify and invite major participants; seek funding and
sponsorship. Committee meets irregularly—say monthly.

Organize letterhead, stationery, initial mailings; seek local support;
prepare detailed budget; open bank account; develop a draft
program; outline fall back options; check any security or permit
issues. Committee meets twice monthly from now on.

Detailed mailing to target audience; follow up sponsorship;
investigate catering or accommodation for guests; confirm VIPs;
confirm audiovisual (AV) and computer access in venue; consider
props, displays, packets for attendees, etc.

Start publicity, promotion (remembering sponsors); confirm
program; liaise with senior management over the impact on current
work; send follow-up mailings; confirm catering.

Confirm all participants; contact local radio, press; purchase gifts,
name tags, etc.; appoint escorts for VIP guests; send final follow-up
mailing; schedule printing as required; arrange media, photographer
as necessary; run through backup arrangements. Committee to meet
as required.

Check venue and equipment to be used; meet with critical others—
e.g., caterer, AV technician, security, parking; assign tasks to
individuals; media blitz.

Give final numbers to caterers; continue media promotion; prepare
signs, name tags, maps, etc.; are all displays in place?; ensure VIP
guest escorts are organized; refresh backup arrangements; make sure
your normal job is covered for the crucial period.

Get keys; set up tables, chairs, etc.; check that VIPs are on schedule
and escorts ready; confirm photographer; install signs.

Be at venue early. Have emergency contact numbers handy, mobile
phone available, and someone who can act as a “runner” to assist.
Make sure a car is available.

Clean up venue, return keys. Thank everyone. See that VIPs are
happy. Finalize financial transactions.

Committee reconvenes to evaluate the experience. Highlight
successes and failures—investigate both. Write a report and gather
all papers for future events. Arrange auditing if necessary, and thank
everyone.
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EXERCISE 8.2

Adrian is a librarian involved in planning a major event at the state/provincial or territorial library
where he works, to celebrate the opening of a new wing. It will involve book readings from high-
profile authors, poetry workshops and seminars, a speech by the governor, and a jazz concert
featuring a local band that will attract a large audience. As Adrian is a fan of this particular band, he
has been given the task of organizing arrangements at the library once they arrive. What issues will
Adrian have to handle?

CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

As president-elect of the Association of College and Research Libraries, a division of the American
Library Association, Mary is responsible for planning the ACRL President’s Program at the ALA Annual
Conference in two years. At least 200 people will attend and, as this is the last conference she will
attend as president, Mary would really like this program to be very successful and perhaps a little
different. Develop clear goals for the program and then an approximate schedule indicating what (in
some detail) will need to be done and when. (In Canada, assume that Mary is president-elect of the
Canadian Association of College and University Libraries, a division of the Canadian Library
Association, and that she is planning a CACUL program for a CLA Annual Conference.)
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Chapter g
GOVERNMENT POLICIES AND THEIR IMPACT
ON MANAGERS

Introduction

In the last twenty-five years or so, governments around the world, including state, provincial,
territorial, and federal bureaucracies in the United States and Canada, have introduced social
legislation to make the workplace more responsive to the needs of employees. Laws have also been
enacted to increase the rights of users or consumers of goods and services and to provide basic
protection of their interests.

Major pieces of federal legislation that have particular relevance to all managers in libraries and
information centers deal with issues such as:

* occupational safety and health/occupational health and safety

* copyright/intellectual property

* equal employment opportunity/human rights

* confidentiality of library records/personal information protection

* freedom of information/access to information and privacy.

Each piece of legislation is briefly described below and its practical impact discussed.

Occupational Safety and Health (OSH)/Occupational Health

and Safety (OHS)
Occupational safety and health legislation has been in place throughout the United States for

many years. However, it was only with the passing of the Occupational Safety and Health Act of
1970 and its subsequent amendments that a more holistic approach to the issue has been
promoted.

For both employer and employee, a safe and healthy working environment should be a priority:

* For employers, days lost through sickness and accidents are costly, and workers’ compensation
premiums directly reflect the number of cases that occur in a given workplace.

* For employees, it is clearly in their best interest to avoid injuries and suffering.

The United States Occupational Safety and Health Administration (OSHA), an agency of the
Department of Labor, encourages and helps employers to establish policies in work areas and to
implement strategies and practices to minimize accidents. It also requires them to report accidents
and incidents promptly.

The supervisors’ or managers’ responsibilities in this area relate directly to the provision of a safe
workplace. They must take seriously any issue brought to their attention and deal promptly with
any concerns. If it can be addressed right away, the manager or supervisor must give priority to
the problem In more complex cases, action must be taken to bring the problem to the attention
of appropriate higher-level management, with all steps clearly noted in writing. Meanwhile the
supervisor is responsible for ensuring that staff members are aware of the hazard and that all
possible steps have been taken to reduce the risk.
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It cannot be stressed enough that OSH issues must be taken seriously and dealt with promptly.
Failure to do so can result in the supervisor or manager being personally liable for any accident
that eventuates.

Managers should also ensure that:
* adequate protective clothing is not only supplied but also worn
* appropriate warning signs are provided in hazardous areas
* proper training and induction is given to all employees
* jobs are designed to minimize the risk of harm to employees
J g ploy

* in general, an atmosphere is created that promotes and supports the establishment and
maintenance of a safe work environment.

Managers must also make themselves aware of those OSHA guidelines that pertain to work in
their areas. OSHA provides a variety of resources—publications, websites, training, consultations,
and partnerships—to assist employers to make their workplaces safer and to comply with state
and federal regulations.

Most work areas are subject to regular inspection by OSHA representatives, who in a library or
similar environment will be mainly concerned with issues such as ergonomic furniture, air quality
and ventilation, the placement of office machinery (photocopier, printers, etc.), cabling and
placement of electrical equipment, hygiene, and first-aid facilities and general housekeeping.

In Canada, each of the ten provinces, three territories, and the federal government has its own
occupational health and safety/occupational safety and health legislation. They are regulated by
the Canada Occupational Safety and Health Regulations, which are enabled under the Canada
Labour Code. About 10 percent of the workforce (primarily employees of the federal government
and federal corporations) falls under federal regulation, while the remaining 90 percent falls
under provincial or territorial legislation.

Copyright/Intellectual Property

Copyright concerns the intellectual property that may lie in a work. In the United States, the
1976 Copyright Act and subsequent amendments, including the Digital Millennium Copyright
Act of 1998, are aimed at protecting individuals’ rights in the intellectual property of a work for a
certain time after it was produced.

Copyright protects original literary, musical, dramatic, and artistic works in all formats including
print, sound recording, video, digital, etc. The copyright in a work is separate from the work itself
and is not related to the physical item. It can be bought and sold as a separate, valuable entity.

All work produced by the United States government—its departments and its employees as part
of their official duties—is in the public domain and may not be copyrighted, although
government publications may contain copyrighted material used with the permission of the
copyright owner.

Ordinarily, copyright in works produced after 1977 lasts for 70 years after the death of the
creator (but 50 years in Canada). Most international works are also covered by the Act in the
United States.
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The following are of particular concern to libraries:

* Infringement of the Act will occur where a substantial portion of a work is reproduced
without permission, although the meaning of “substantial” is not spelled out in the Act.

* Under the provisions of fair use, any copyrighted material may be copied for criticism,
comment, news reporting, teaching, scholarship, and research, without infringing the Act.
Although the Act sets out four factors to be considered in determining whether a particular use
is or is not fair, there is no specific number of words, lines, or notes that may safely be taken
without permission. The only risk-free course, in the absence of a body of case law, is to get
permission from the copyright owner before using copyrighted material. Various organizations
representing the interests of publishers, distributors, librarians, educators, and others have
developed fair-use guidelines that libraries and information agencies may or may not follow.

Copyright is a complex issue for library staff and information managers. In a college or university,
copyright compliance may be divided among several departments, including the campus copy
center, the bookstore, the computing center, the audiovisual department, and the library. Some
institutions have developed and published comprehensive copyright policies with the advice of
legal counsel that seek to balance the legitimate rights of educators and researchers with those of
producers and distributors. Of special concern to the library is the applicability of fair use to
recorded works, photocopying, interlibrary loan, and course reserves. With the advent of digital
electronic materials (lacking a physical existence), and the emerging role of schools, colleges,
universities, and government agencies as internet service providers (ISPs), copyright has become a
challenging and rapidly changing area. The United States Copyright Office, housed within the
Library of Congress, provides forms and assistance in matters of copyright via email, telephone,
and its website.

Copyright in Canada is governed by the Copyright Act of 1985 and is administered by the
Copyright Office, an agency within the Canadian Intellectual Property Office, which also
regulates patents, industrial designs, trademarks, and integrated circuit topographies. The records
of the Copyright Office are open to the public and may be searched for information about who
owns a certain copyright and whether ownership has changed. A separate agency, the Copyright
Board, is empowered to establish the royalties to be paid for the use of copyrighted works when
the administration of such copyright is entrusted to a collective-administration society.

Unlike government documents in the United States, which may not be copyrighted, Canadian
government documents are covered by Crown Copyright, which is administered by the Crown
Copyright and Licensing Section of Canadian Government Publishing.

The fair dealing (fair use in the United States) clauses of the Copyright Act allow users to make

single copies of portions of works for “research and private study.” The Association of

Universities and Colleges of Canada considers the following to be within the bounds of fair

dealing:

* aperiodical article of a scientific, technical, or scholarly nature from a book or a periodical
containing other works

* anewspaper article or entry from an encyclopedia, annotated bibliography, or similar reference
work

* ashort story, play, poem, or essay from a book or periodical containing other works.

These guidelines, however, are not part of the Copyright Act. As in the United States, the only
risk-free course in the absence of a body of case law is to get permission from the copyright owner
before using copyrighted material.
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EXERCISE 9.1

Victoria heads a small research team working at a public university. She is concerned that several
staff members seem to suffer from high levels of stress associated with their work. She feels that this
may be due in part to the cramped conditions in which they are all forced to work while the university
is undergoing major reconstruction work.

Note under the following headings what steps Victoria could undertake to ascertain the nature and
depth of the problem and what actions she could take to try and alleviate it.

Referring to legislation

Discussing with the team

Evaluating equipment

Evaluating conditions
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Equal Employment Opportunity (EEO)/Human Rights

In the United States, several pieces of federal legislation govern equal employment opportunity:
Title VII of the Civil Rights Act of 1974, the Equal Pay Act of 1963, the Age Discrimination in
Employment Act of 1967, Titles I and V of the Americans with Disabilities Act of 1990, Sections
501 and 505 of the Rehabilitation Act of 1973, and the Civil Rights Act of 1991. In particular,
managers are expected to share and promote a commitment to equity and access across all groups,
foster this attitude among their staff, and help meet the special needs that some groups may have.
Such needs may include access to training or development opportunities, changes to the physical
design of the workspace, redesign of the work itself, and many other areas.

U.S. employers may not discriminate in their dealings with staff on the grounds of
* race

* color

* religion

* sex

* national origin

* age

* disability.

EEO applies to obvious practices such as recruitment and promotion, and in more subtle ways to
areas such as job design, provision of specialized equipment where necessary, building or
workplace design, training, and cultural awareness when dealing with people from different
backgrounds.

For managers working with a diverse staff these issues are hugely important. It is an essential part
of their job to ensure that not only is the letter of the law complied with but also that staff
practice the spirit of the law in promoting fairness in their treatment of others.

The United States Equal Employment Opportunity Commission (EEOC) enforces all these laws
and provides assistance via email, telephone, and its website. EEO is regulated as well at the state
level by state laws.

In Canada, equal employment opportunity is considered an aspect of human rights and is
regulated by the Canadian Human Rights Act of 1985. In addition to the grounds upon which
employers may not discriminate under U.S. law, Canadian law prohibits discrimination based
upon

* ecthnic (not just national) origin

* sexual orientation

* marital status

* family status

* conviction for which a pardon has been granted.
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Confidentiality of Library Records/Personal Information

Protection

In the United States, legislation affecting the confidentiality of library records has been enacted
by most states, but not by the federal government. The thrust of these acts is to protect the rights
of individuals by ensuring that unauthorized persons be denied access to information about what
library materials are being using by whom, and by requiring that law enforcement agencies follow
strict procedures before being given access to this information.

The USA Patriot Act of 2001 trumps all such state laws by giving federal law enforcement
agencies broad powers to examine library records, records of bookstore purchases, the contents of
computer drives, and other personal records, in order to gather information about possible
criminal terrorist activity. In addition, libraries and other agencies are prohibited from making
public the fact that they have been subjected to such investigations. However, those organizations
whose records are being investigated may seek legal counsel to ensure that laws are being

followed.

It is the manager’s duty to ensure that staff members with access to this sort of personal
information about staff or clients fully understand their responsibilities under state and federal
statutes and the need for confidentiality. Violations of these statutes will, at a minimum, result in
severe embarrassment for the individual and the organization, with the added possibility of
litigation and even prosecution. Clear policies, procedures, and guidelines should be established
to ensure that the provisions of the law are properly implemented and that staff are clear on how
to handle personal information and how to process requests to access it. Encourage staff, if they
have concerns, to discuss them with their managers.

The website of the American Library Association’s Office for Intellectual Freedom provides
guidelines for libraries faced with requests for confidential library records, including those made
under the USA Patriot Act, along with links to the text of the Patriot Act and individual state
laws concerning confidentiality of library records.

Although many individual Canadian libraries have policies regarding the confidentiality of patron
records, there is not a body of provincial law comparable to the statewide patron confidentiality

laws in the United States. There is also no Canadian federal statute directly comparable to the
USA Patriot Act.

Freedom of Information (FOI)/Access to Information (ATI)

The United States Freedom of Information Act of 1966 (FOIA) and its amendments, along with
the Privacy Act of 1974 and its amendments, limit the information about individuals that
government agencies may collect. These acts also give everyone some rights of access to
documents concerning them held by government agencies. Each state has its own public access
laws that should be consulted for access to state and local records, and each federal agency must
meet its FOIA responsibilities for its own records. Agencies may refuse to disclose information
that would harm national defense or foreign policy, privacy of individuals, proprietary interests of
individuals, functioning of government, or other important interests.

Anyone may make an FOI request, provided it is in writing. Federal agencies are required to
respond to requests within 10 working days, although in practice many fail to meet this
requirement. Agencies may also require that the requester pay for any cost of duplication and the
time spent retrieving the documents requested.
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It is important for library or information managers to understand applicable FOI legislation and
procedures as they relate to their agencies, and to be prompt in dealing with such requests. In the
event of “unreasonable requests” requiring large amounts of work, the manager should seek
clarification from senior management or obtain legal advice on how best to handle the request.

In Canada, freedom of information is regulated by the Access to Information Act of 1985, the
Privacy Act of 1985, and the Personal Information Protection and Electronic Documents Act of
2000. Unlike U.S. citizens, Canadians have official recourse if agencies do not respond to their
FOI requests in a timely fashion. The Information Commissioner of Canada, an independent
ombudsman appointed by parliament, investigates complaints from people who believe they have
been denied rights under the Access to Information Act and mediates between dissatisfied
applicants and government institutions. The Privacy Commissioner of Canada has a similar role
with regard to the Privacy Act and the Personal Information Protection and Electronic
Documents Act.

EXERCISE 9.2
As the records manager for a government department, Jan has been asked to develop a set of
procedures to be used when handling requests under the Freedom of Information Act (United
States) /Access to Information Act (Canada). Using these headings as a guide, consider some of the
issues Jan will have to deal with.

Responsibility

Record keeping

Nature of request
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Reporting

Charging

CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Christine is a supervisor in the printing and photocopying section of a large university library. For the
last few months she has employed an intellectually disabled person, Ken, under a government-
supported program where the employer only pays half the salary and the rest is paid by the program.

The arrangement has worked very well. Ken obviously enjoys the work; it has been a good learning
experience for the rest of the team in working with a disabled person; and Christine wishes to appoint
him permanently to the position (the salary subsidy would continue). However, university recruitment
procedures state very clearly that all appointments must be based on merit alone.

Christine is unsure how to proceed: if a position were advertised and a normal interview process
conducted, it would be unlikely that any intellectually challenged person could win on merit alone.

Does equal employment opportunity/human rights legislation play a role here? What steps could
Christine take in order to make the appointment?
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Chapter 10
HUMAN RESOURCE MANAGEMENT

Introduction

Managing people—their recruitment, assessment, mentoring, and guiding—is one of the major
tasks that any manager, at any level, must undertake. Often, it is the most time-consuming part
of a manager’s work and the most demanding. Building effective teams that help the organization
reach its goals, while providing opportunities for individuals to achieve their own goals, is every
manager’s challenge.

Given reduced budgets, rapidly evolving technology, and greater accountability, it has become,
more than ever, vital to recruit staff who will be capable of meeting the challenges.

Note that the American Library Association (ALA) provides for members a substantial number of
guidelines, standards and other resources to assist across the range of human resource
management issues.

Recruitment

Successful recruitment lies at the heart of building a strong team. It is extremely important for
managers to be directly involved in recruitment and to devise methods and procedures that will,
as much as possible, identify the most appropriate candidate for the job.

The following sets forth a “model” process for conducting and filling a search. Note that the
complexity and duration of the search will vary depending upon the rules of the organization and
the nature of the position; e.g., a search for someone to fill a clerical position may be advertised
locally, involve few people in the process, entail interviews of less than an hour, and be concluded
fairly swiftly, whereas a search for an academic librarian with faculty status may be advertised
nationally, involve several committees of faculty, staff, and administration in the process, entail
interviews of a day or more, and take weeks or months to conclude. Regardless of the position or
the process, careful record keeping is essential at all stages.

Step 1—)ob Description

Before any work can commence on recruiting, the nature of the tasks to be undertaken must be
clearly understood. A job description may be developed that breaks the job down into its major
and minor functions, or a narrative style of job description may be written that clearly spells out
the work required and the way in which it is undertaken. Developing a job description should
not be done in isolation but should involve the direct supervisor of the position, anyone who may
already be doing similar work, and, if appropriate to the organization, the union representative.
The description should be no longer than one page and should clearly identify the main tasks. Its
primary use is to enable potential candidates to understand what they are applying for; it also
serves to make the manager think clearly about the work and how it is done, providing an
opportunity to identify desirable improvements. Even if a job description currently exists,
managers should spend some time reviewing the description when the position is to be filled in
order to think about what is actually required in this job.

91
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Step 2—Skills, Attributes, and Knowledge

With a clear job description, it is possible to consider the skills, knowledge, and attributes
necessary for a staff member to do the work well. Criteria should be written against which
candidates will be evaluated. These criteria should relate to “macro” skills or competencies
relevant to many positions in the organization (such as teamwork, punctuality, or accuracy) and
to more specific position-related skills such as knowledge of the Anglo-American Cataloguing
Rules (AACR2) or OCLC for a cataloging position. Note, however, that it is often difficult to
ascertain the level of “macro” skills possessed by an applicant, unlike technical skills that can
usually be measured quite easily.

Step 3—Advertising

Once the job description has been written and the required skills defined, it is possible to go
ahead and recruit someone who appears to be suitable. Recruitment can be done by advertising,
by contacting an employment agency, or through word of mouth or personal knowledge. No
method is necessarily better than another (although the first two cost money), but many
organizations have clear rules and procedures for recruitment, which limit the options available to
a manager. If recruitment is to proceed using an informal method (e.g., through the
recommendation of a friend), it is still sensible to evaluate the candidate in a formal manner as
described below. Many organizations have affirmative action programs requiring that certain
positions be advertised in publications aimed at minority groups or women, as well as other
media.

Step 4—The Selection Committee

Evaluating candidates inevitably becomes somewhat subjective. However, it is most important to
limit this subjectivity as much as possible in order to get the best person for the job and for
applicants to be treated fairly. For this reason, the selection process is generally undertaken by
more than one person.

Common practice is to have at least three people comprise a selection (or search) committee:

* One is the chair, often the direct supervisor of the position being filled, although this may vary
if the supervisor has little recruitment experience—the role of chair can be demanding, and it
is important to have a knowledgeable and experienced person in that position.

* The second member should have direct knowledge of the type of work being done, and be
able to ask technical questions and to evaluate detailed answers in the interview.

* A third person should be drawn from an outside area, say an enthusiastic user of the library or
information center, who will view the candidates from a different perspective than the
practitioners.

Other constituencies may also be represented, depending upon the institution’s procedures and
the nature of the position. Note that the committee should comprise both male and female
members, again to limit subjectivity and to get a wider view of the applicants. Union
representation may be appropriate, depending upon local agreements.

Being a member of a selection committee can be a significant undertaking requiring a major
commitment of time. All committee members must be aware of this fact and accept that it will
add to their normal workload.

Step 5—Applications
With the selection committee in place, applications may be sought in any of the ways noted
above. Applicants should be given a copy of the job description and selection criteria, outlining

the skills and knowledge required from a person doing the work. They should then apply
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formally, in writing, describing how they meet the skills and knowledge requirements listed. They
should also attach a résumé or a curriculum vitae (CV) listing their educational and employment
history and any other relevant information. As some written expression is needed in virtually any
position in the library and information sector, this written application is an important factor in
the assessment.

Step 6 —Reviewing Applications

The selection committee should then go through the written applications to assess who are the
likely candidates to be selected for interview. Even if there is only one applicant, an interview
should be undertaken unless the committee knows the applicant. Generally, limit the number of
applicants interviewed to a maximum of five or six for one position and eight to ten if two
positions are available, unless special circumstances apply. Advise those not selected for an
interview as soon as possible. It is unkind to keep them waiting unduly (although this decision is
sometimes in the hands of a separate office and out of the manager’s control). If resources are
limited and the number of applicants is likely to be large, an institution may include in the job
description words to the effect that “applicants who have not been advised of an interview time
within four weeks [say] of the closing date of the advertisement should assume that they have not
been selected for an interview.”

Step 7—Interviewing Candidates

There is little direct evidence to suggest that an interview materially assists in selecting the best
candidate. However, it is rare that this process is not carried out, and for virtually all situations
with more than one candidate, interviews will be held. At the very least, this process will help the
selection committee to gain an impression of the candidate’s personality (outgoing, quiet,
forward-thinking, etc.) and knowledge in certain concrete areas such as legislative requirements,
technical understanding, and service ethic. It is unlikely to provide insights into an individual’s
level of motivation or initiative, coping with stress, or interpersonal skills when dealing with, say,
a difficult client.

Assuming that interviews are undertaken, the selection committee should meet beforehand to
discuss questions appropriate to the skills and competencies sought and to formalize
arrangements regarding note taking, seating arrangements, etc. It is generally a good idea for all
members of the committee to take brief notes during the interview to assist in later evaluation.

Step 8 —The Interview

The interviews should be scheduled at least one hour apart, with the candidates advised at the
beginning of an interview that it is expected to last, say, 40 minutes and comprise ten or however
many questions. It is preferable to use a smaller number of probing questions rather than a large
number of a kind which can easily be answered. Interviews for certain types of positions, such as
librarians with faculty status in a college or university, may last for a day or more and involve
meetings with various groups and individuals and possibly a public presentation.

Peace and quiet are important, as is a comfortable environment. It is good practice, after a
candidate has been welcomed and introduced, to start the interview with a general question
regarding his or her experience in order to set the person at ease. Further questions should include
“hypotheticals” in which a brief case-study scenario is explained and candidates are asked how
they would deal with it. Responses to these “real life” situations are valuable in assessing a

candidate’s overall ability.
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If at all possible, candidates should be asked to handle a practical task related to the position. For
example, for an interlibrary loan position, it is reasonable to expect applicants to undertake some
hands-on work using the OCLC system; if written work is important, completing a précis of a
document or writing a memo on a particular subject may be an appropriate task. Always ensure
that candidates are advised that this will be a requirement before they arrive for the interview.

Step 9—Evaluation

Evaluation and ranking of applicants will be undertaken by the selection committee, taking into
account the original application, performance at interview, and references (preferably gained
through conversation with references). Oral references are often more useful than written letters
of reference. References are generally reluctant to state adverse opinions in writing, whereas a
conversation allows for a wider discussion of a candidate’s strengths and weaknesses. The person
who talks with the reference should take careful notes that become part of the selection “paper
trail.”

The most important criteria (and unfortunately the most difficult to assess) relate to intangibles
such as motivation, teamwork, positive approach, client focus, etc. These attributes are more
difficult to develop than technical skills, which are readily acquired with a reasonable level of
training and practice.

Step 10—Appointment

Appointment of the successful candidate will follow the procedures laid down in your
organization, and an orientation program is vital, together with a probationary period. These are
discussed below. Unsuccessful applicants should be advised as soon as possible and offered a
personal conversation if appropriate in order to help them understand why they did not gain the
position. This conversation can be difficult for any manager, and involves a high level of
understanding and tact, as well as the ability to provide guidance.

EXERCISE 10.1
As the chair of a selection committee, Keiko has to draw up clear criteria for evaluating the 100
written applications she has received for two entry-level library technician positions in her library.
These are trainee positions, in which the successful applicants will spend 6 months in the three major
areas of the library (public services, technical services, and special collections).

The number of applications has surprised and dismayed Keiko, who needs to bring the number down
to 8 to 10 candidates to be invited for interviews. Write down some of the criteria Keiko might use to
evaluate the written applications quickly and efficiently in order to get down to this number, bearing
in mind the need to be fair and Keiko’s accountability to the applicants.
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Orienting New Staff

Once new staff members have been appointed, they arrive with a mixture of enthusiasm,
attitudes, perceptions, and skills that must be managed to ensure that they meet the needs of the
organization (with which they are unfamiliar) and their own needs and goals.

A detailed and comprehensive orientation program will help people new to the organization settle
in quickly and comfortably, gaining a clear understanding of their rights and responsibilities, as
well as those of the organization. During this period, important first impressions are formed and
misconceptions over roles and duties may be easily dealt with. A good orientation yields long-
term dividends in the form of committed staff and fewer problems for management.

An orientation program should be laid out in a written document comprising a series of points
that can be checked off and signed as completed, by both employee and manager. All new
employees, regardless of level, should complete the checklist and sign it. The list should cover
general procedures and policies common throughout the organization and specific activities
related to the section employing the person.

Typical orientation checklists are shown on the following pages.

The orientation checklists, together with the job application, interview notes, and references,
form the first parts of the documentary record to be maintained for each employee. From then
on, training activities, performance evaluations, counseling records, reprimands, probation
reports, and sick and holiday leave information all have to be maintained in a personal and
confidential file for that person. This file can be maintained by the manager (in smaller
organizations) or by the human resources department in larger institutions. In either case,
completeness and confidentiality are vital.
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THE REALLY IMPORTANT LIBRARY ORIENTATION CHECKLIST

Every new employee must complete and sign this checklist within two weeks of starting with us.
It should also be signed by the employee’s direct supervisor, whose responsibility it is to return
the completed form to Human Resources within 14 days of the employee’s starting date.

Attached to this general checklist should be a completed copy of the Section-specific list.

I have been briefed on:
The organization, its structure, and its mission

Attendance hours, time sheets, sick and flex and holiday leave
Occupational safety and health issues and responsibilities
Harassment and mediation assistance

Breaks and use of the staff room

Proper maintenance of files and related records

Phone use

Computer and Internet use

Conflict of interest situations

Ethical behavior

Emergency evacuation procedures

Fire wardens and first-aid officers

OO0O0O00O00O00O000000

I have been introduced to my colleagues, staff in related sections,
and senior management

O

I have been given a tour of all areas of the organization

O

I have been given an email account and been advised on backup and virus-protection

procedures O

Staff member.......ccooeviiiiiiiiiis SUPErVISOr...ccvevveiceirercecee Date..cvcvruennnnne
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COLLECTION MAINTENANCE—STAFF ORIENTATION CHECKLIST

The Collection Maintenance Section is responsible for ensuring that all collection material is
properly shelved or otherwise housed, and conducts regular programs to identify books and other
items requiring conservation or preservation treatment.

I am aware of and understand the following work policies and practices that apply in the section,
as well as the more general policies already explained in the main induction list:

Safe lifting practices

How to use the book trucks, handcarts, elevator, book lift, loading dock, and associated
doors
Emergency exits in the area

How the schedule operates and whom to advise if ’'m not going to be available for my
normal shift

Security procedures in the area

OO0 0O OO0

Handling moldy or otherwise visibly deteriorated collection items

Heavy items (such as bound newspapers, large archive boxes) must be lifted and handled in
accordance with the safe lifting practices. Always seek assistance when moving these items

Safety boots are to be worn when working in the closed stacks, storage areas, or loading

dock

IDs are to be worn at all times. If an ID is lost it is your duty to advise security as soon as

possible
Record whereabouts on the main whiteboard at all times
Advise supervisor when leaving work for the day

OOO00O 0O 0O

Do not enter the closed-stack security area on your own

I have read the above and acknowledge that I have received sufficient information and training to
understand and implement these procedures and practices in my day-to-day work.

Staff member......cccoeveivencininis SUPEIVISOL...cvieiiirviiecieecinne Date..occvvereennenn
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Evaluation and Assessment

Orientation should also include advising new staff that there will be an evaluation of their
performance within three to six months. This information is crucial in helping the organization
and the individual better understand their needs and expectations. Allow plenty of time for this
process, which should involve both a written report (detailed below) and discussion with the staff
member involved.

From the organization’s point of view, this is a good time to ensure that the new employee is
performing to expectations. If this is the case, positive reinforcement and feedback will be
appreciated by the person who may not have the experience to judge whether they have been
doing a good job. It is also a chance for supervisors to express appreciation for the work done and
to discuss development paths and opportunities for the individual. This should be a valuable,
morale-building exercise.

If aspects of the person’s work do not, in the eyes of the supervisor, meet the standard expected,
this is the ideal time to address the problem. Discussing these issues with new employees is far
easier than dealing with them when employees have been in the organization for a long time and
may hold entrenched opinions, or feel from their experience that they know better. Addressing
the problem of performance which does not meet expectations is dealt with later in this chapter.
However, it is important to be clear before raising the issue that, as the manager or supervisor
concerned, you fully understand the nature of the problem, are ready to listen to the staff
member in a non-threatening and open manner, and have practical suggestions to assist in
remedying the situation.

An assessment or performance report usually covers both general competencies necessary for

working successfully in the area and some specific skills related directly to the section or the job.

The report will list a number of these general and specific criteria, with room for comment by the

supervisor. Once completed, supervisor and employee go through the report, discussing the

comments and addressing any of the issues raised. A typical report will include headings such as

* attendance (including punctuality, use of flextime, completion of time sheets, sick leave, and
related issues)

* work as a team member (how well the person works with others, cooperation, helpfulness,
willingness to learn, appropriate behavior toward supervisor and other team members)

* relations outside the team (working with senior management, courtesy to clients and others,
telephone manner, responsiveness)

* quality of work (accuracy, level of output, presentation)

* attitude and approach (enthusiasm, interest, initiative, thoughtfulness, concentration, ability
to work with limited direction)

* communication skills (both written and verbal).

It could also include job- or area-specific skills such as
* use of computer or other equipment (quickness to learn, data-entry skills)
* internal procedures, practices, and standards (quickness to learn, understanding, application).

There should then be an option for general comment on the employee’s overall ability and
recommendations for the next step, e.g., review in three months, transfer to normal review
process, appoint permanently, etc.
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Employees should add their own comments. Once completed, the evaluation and assessment tool
should provide a valuable resource in developing staff and ensuring that both their own and the
organization’s needs are being met.

EXERCISE 10.2
As the supervisor of a number of young people working as interns, you have to write individual
assessments of their performance after the internships expire and to provide them with some
self-knowledge that may help them gain permanent work.

You have decided to do this assessment under a series of headings that you can apply to each intern.
List the major headings that you should use in order to provide the most useful feedback to these
temporary staff members. Under each heading, give reasons for its inclusion and an example of what
you might say.
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Ongoing Performance Appraisal

While assessing performance is most important for new employees, some form of performance
appraisal system is also desirable for continuing employees. Such systems aim to

* identify and assess individual performance against previously agreed goals

* assist in promoting improved communications between managers and staff

* cnable staff and managers to develop individual training and development programs

* assist managers to explain and promote corporate and business goals, and

* help individuals and the team increase effectiveness and productivity.

Some general principles relating to performance appraisal apply in all circumstances:
* having clear, measurable goals against which performance can be measured

* focusing on the factual

* being seen as a two-way process where the manager also listens

* being conducted in an atmosphere of mutual honesty, understanding, and trust

* being thoroughly prepared beforehand to ensure that the facts are clear

* Dbeing seen as a constructive exercise to benefit both employee and team objectives
* being timely and regular so as not to surprise the staff concerned.

Regular performance appraisal helps build a work environment that rewards goal achievement,
emphasizes individual responsibility, and helps managers to identify and rectify problems before
they become entrenched.

Staff Development

All staff—temporary, permanent, or volunteers—should expect their work to offer opportunities
for personal development. With rapid change in most areas, training and retraining are an
essential part of an organization’s planning. Training can take many forms, which include

* organized courses on specific areas conducted inhouse or externally

* on-the-job training provided by supervisors or coworkers

* regular time off to allow for further study

* attendance at workshops, conferences, and meetings of professional bodies

* job rotation or swapping staff with similar organizations

* enabling staff to take on new tasks or responsibilities, often as special projects.

In developing these packages, staff members need to consider their short- and longer-term goals,
and managers have to assess existing skills and performances against desired levels. Together, a
training and development package relevant to the individual and the organization can be devised.

The benefits of a carefully constructed package include
* increased skills and knowledge

* increased understanding and confidence

* improved motivation

* increased productivity and higher-quality work.

Training and development go hand in hand, and it is important for managers to accept, plan, and
budget for the costs that accrue with a properly supported training and development program.
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Counseling

Counseling is really the next, more formal step after feedback. It is not only related to discipline,
but can also be a motivational tool to improve team morale and performance. Managers should
not wait until a critical incident or situation arises before intervening, but should be on the alert
for staff showing frustration, disillusionment, or other negative work attributes. Intervening at an
early stage can help prevent small problems getting out of hand.

Managers have a responsibility to counsel staff members about work performance or behavior. If
performance is affected by circumstances in their personal lives, it is not part of the manager’s role
to solve these problems. It some situations like these, staff should be advised to seek professional
counseling help. Many organizations have a relationship with a counseling service, which
provides some free sessions to employees in these situations. A manager should be aware of any
such services in order to advise staff appropriately.

A manager should employ the following approach to most counseling situations:

* Decide beforehand whether counseling is to be informal (no written record) or formal (where
notes will be taken and placed in a file). The first session is usually informal. Later sessions
become formal if the situation has not changed.

* Select a place that is private and free from distractions. It may be best to use a neutral place,
rather than the manager’s office.

* Allow ample time for the session.

* Usually, advise the person beforehand of what you wish to discuss so that they have time to
prepare and can leave their workplace for that period. Occasionally, it may be necessary to act
immediately (if their behavior is causing disruption) and prior notice will not be possible.

* A third party may also be present (often as a support for the staff member—this practice is
quite acceptable and very useful in some emotional situations).

* Aim to arrive at an agreed-upon course of action—focus on the future, not the past.

» Concentrate on issues, not personalities; stay logical; be up-front and honest.

* Be patient and practice active listening and a caring attitude.

* Show respect for the other person and their concerns.

* Be clear on what is expected—the level of improvement in performance, the steps to be taken,
and the timeframe in which they are to be achieved.

¢ If the session is to be written up, ensure that the staff member is aware of this. When the
session has been written up, both parties should sign to accept the record or attach a dissenting
version.

* Any written record must be placed in a confidential staff file and not disclosed without proper
precautions.

If the problem behavior or performance does not change, an escalating set of steps may be
appropriate depending upon the situation. Ensure that full written records are kept of all
meetings and counseling sessions once these stages have been reached.

* Consider changing the person’s duties.

Consider the possibilities of a transfer and a fresh start.

Take more serious counseling steps involving personnel staff or senior management.

Take formal disciplinary action.
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CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Elizabeth manages a small special library located in one large open-plan area. The staff has remained
fairly constant for a number of years, and Graham and Michelle have worked together in the serials
processing area for three years. They have worked well and have proved an effective team. Recently,
however, Elizabeth has noticed an apparent strain in their relationship, and twice has heard them
arguing quite loudly. Others in the office have also noticed and tend to avoid them. Elizabeth has
noticed a change in their work output and has had at least three complaints from officers in the
department over not receiving their regular journals on time. She is increasingly concerned because
of the bad atmosphere that seems to surround them. Elizabeth has tried talking in a casual way to
Graham, the more senior of the two, but was basically told to mind her own business. She now feels
the need for a sit-down session with one or both of them, to get to the bottom of the problem and
improve the situation. How should Elizabeth set up and run the session?
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Chapter 11
BUILDING EFFECTIVE TEAMS

Introduction

Managers achieve results through people. In virtually all organizations, this means building and
leading effective teams. Few people work in isolation, and a good team supports and inspires its
members, as well as being highly productive. With the growing complexity of working
environments, the rapid pace of change, and an increasing demand for higher efficiency and
productivity, few individuals have the expertise or resources to complete a task alone. More than
ever, the ability to work in a team is a critical success factor for employees looking to further their
careers. For the organization, teams, not individuals, achieve objectives.

However, teams are made up of individuals with all their differences in background, personality,
aptitude, education, and expectations. This is where a manager’s skill is required to ensure that
this diverse group forms an effective working unit. Diversity is important in building balanced
teams with a range of strengths that lead to better decision-making, increased creativity, and
improved problem-solving capabilities. This diversity is only one of a number of attributes that
characterize effective teams.

Characteristics of an Effective Team
Parker (p. 33) lists twelve characteristics that distinguish successful teams:
* clear purpose

* informality

* participation

* effective listening skills

* civil disagreement

* consensus decisions

* open communication

* clear roles and work assignments

* shared leadership

 external relations

* style diversity

e self-assessment.

Clear Purpose

Clearly defined aims and objectives are the guiding principles upon which the team focuses its
activities. These include short- and long-term goals that have been set in consultation with the
team and provide the framework within which the team conducts its activities.

Informality

In such a climate team members are confident and encouraged to speak out and use initiative.
They are willing to take risks and, due to the ease of communication among them, are ready to
help others where necessary. An informal climate leads to a comfortable atmosphere where staff
enjoy their work and participate fully in reaching objectives.
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Participation
Participation is encouraged by an informal atmosphere. The effective team draws on a wide range
of expertise, leading to greater satisfaction among those involved, and a better result for the
organization. Managers have to learn to manage the level of participation by providing
opportunities for quieter team members to become involved, and by channeling the energies of
the more forceful.

Effective Listening Skills

According to Parker (p. 37) “the single most important factor distinguishing effective from
ineffective teams is the ability of team members to listen to each other.” Team members have a
responsibility to respect each other’s views and listen to their arguments. Managers have to model
this behavior by practicing effective listening skills and promoting their use among other team
members.

Civil Disagreement

Disagreements or conflicts naturally arise in an open team encouraged to speak out in an
informal atmosphere. If not dealt with effectively, they can be destabilizing. When disagreements
do occur, they should be expressed in a manner that relates directly to the issue at hand, not in a
generalized or personal way. Dealing with the issue requires team members to acknowledge that
disagreements are acceptable—and often the only way to reach the best solution. By offering
alternatives, encouraging flexibility among staff, defusing difficult situations with humor, and
emphasizing how everyone is trying to attain the same solution, managers can play a leading role
in ensuring that disagreement is a positive process.

Consensus Decisions

Consensus is a form of group decision based on unity, not necessarily unanimity. Particularly on
key decisions, it is important that team members feel they have had the opportunity to express
their opinions. They need to feel these have been listened to and their objections considered and
answered. While they may not all agree with the final decision, they understand why it was made
and accept it. If the team functions well, consensus decisions will be supported and respected.

Open Communication

Team members must trust each other and their manager sufficiently to speak out openly on
issues, without fear of embarrassment or hostile reactions. An informal atmosphere encourages
open communication, and managers must foster it by inviting discussion of issues and reacting in
a nonjudgmental manner.

Clear Roles and Work Assignments

Team members have roles that need to be understood clearly by their colleagues and manager.
Understanding one’s role affects expectations of what one can or cannot do, as well as one’s sense
of self. Roles are different from work assignments relating to tasks (which are usually clearly
understood), and if the team is to function effectively, there must be clarification and acceptance
of roles and what they entail.

Shared Leadership

While all teams have a formal head or leader, all members should feel responsible for both
successes and failures. In a trusting environment, all members have input into team activities and
share its achievements. Team managers must ensure that they build a culture that advocates this
approach and supports the sharing of responsibility, while handling administrative and
bureaucratic tasks related to their position.
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External Relations

Effective teams build close relationships with others within and outside the organization in order
to further their aims. This networking indicates a strong, confident team that values outside input
and customer feedback. It is also useful in building a wider understanding of the work of the
team and maintaining its profile in the broader organizational or professional community.

Style Diversity

Teams are made up of individuals with different attitudes and aptitudes. Good teams enjoy a mix
of talents, in substance and in style, leading to better results. A team of practical “hands-on”
workers may have difficulty looking at the big picture and spending time on planning, while a
team of planners and organizers may take too long to make decisions and get to work. Managers
must ensure that, as far as possible, there is a mix of talents in their team and that differences are
respected.

Self-Assessment

Teams should be able to assess their progress and effectiveness regularly. Managers should ensure
periods of “time out” to enable the team to step aside from the day-to-day and consider their
achievements. Fundamentally, an effective team needs to ask occasionally, “What can we do to
improve?”

EXERCISE 11.1
Marion is the head of a team of six library support staff planning a regional conference for library
support staff. She is concerned about the size of the job, their inexperience in organizing a major
conference, and the tight time schedule. In order for everything to come together on time and
according to expectations, Marion will have to have a highly effective team. Using the headings
below, note at least two strategies under each that Marion could adopt to help build her winning
team.

Clear purpose

Clear roles and work assignments

External relations
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Consensus decisions

Shared leadership

Effective listening skills

Role of a Good Team Leader

A completely effective team must also have a leader who accepts the role with enthusiasm. The
leader must be ready to take full responsibility for the success or failure of the team and to
consider the impact of all actions on the team. Parker (p. 52) suggests that a good team leader
needs information and must be able to

* initiate

* clarify

e harmonize

* encourage

* coordinate and control.

Information

Team leaders must seek out the necessary information for successful completion of the task. They
need to encourage quieter members to contribute and to control the more forceful members.
They should have their own opinions but also listen and take into account the ideas and feelings
expressed by others.

Initiating

Setting goals and objectives and initiating tasks is a major role for team leaders. They are
responsible for getting things done and must take a leading role in deciding what is to be done
and how it is to be done, allocating resources, helping with problems, and controlling the overall
project.

Clarifying
Clarifying and reinforcing the importance of goals, procedures, or tasks is a necessary role for the
team leader. In any complex project, questions arise, objectives are forgotten or lost,
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misunderstandings occur, and conflicting advice is offered. The leader needs to work through
these difficulties, interpreting and understanding the issues raised, in order to keep the team
focused and on track.

Harmonizing

In order to reduce tension and overcome difficulties and conflicts, the team leader must arbitrate,
compromise, and reconcile different views and opinions. In order to maintain productivity,
harmony within the team is a most important asset.

Encouraging

Being responsive, enthusiastic, and supportive of the team members and their work is a vital role
for the leader. From the leader’s example, the team members take on a positive approach to the
work and each other, maximizing their potential to achieve.

Coordinating and Controlling

Where a number of different tasks are required to achieve the overall objective, the team leader
needs to ensure that all the work is completed at appropriate times, that resources are available
when required, and that the goal of one group does not conflict with the goal of another.
Standards and consistency in the quality of work must also be controlled.

Exercising these skills will help the team reach its objectives and help the team leader build a
positive, achievement-oriented work group that is confident, self-directed, successful, and viewed
by its members as providing a good working environment.

Coping with Problems in the Team

Since teams are groups of individuals, it is inevitable that problems will arise that have an adverse
effect on the team’s functioning. It is important that these be dealt with quickly and effectively.
Some problems will be strictly individual, others team-wide. The following strategies may be
effective in either situation:

* coaching

* counseling

* team building

* change of assignments.

Coaching

The team leader may need to “coach” individual team members who are having difficulties in
reaching their goals, performing the task within agreed deadlines, or understanding the
requirements of the work. This is a non-threatening, supportive role that the team leader can
adopt to build commitment and enthusiasm, as well as to improve the technical or work practices
of the individual concerned.

Counseling

Counseling is used with individual team members who are not contributing and have a negative
view of the team’s activities. It is important that the team member concerned has the opportunity
to express concerns to the team leader and that these concerns are addressed seriously. If problems
continue, it must be made clear to the individual that the negative impact of his or her behavior
has to be resolved. It may be that the only solution is removal from the team.
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Team Building

Team building is a technique used to help in overcoming longer-term problems in teams. It can
also be used with fully functioning teams to improve effectiveness. Usually team building involves
the group’s going off-site for a period to work through and analyze why it is not achieving its full
potential. This process will be facilitated by an external consultant experienced in working
through these issues.

Team building is appropriate when

* there is a loss of production or general reduction in the quality of service

* customer complaints increase

* conflict and hostility between team members are evident

* team meetings are poorly attended and ineffective in making decisions

* there is apathy and loss of enthusiasm

* complaints are common, and the leader receives increasingly negative feedback
* tasks or activities are not completed on time or are continually put off.

Change of Assignments

If the team is not succeeding as well as expected on a particular task, consider taking a break and
developing an exciting short-term objective that most team members will adopt enthusiastically.
A change of pace and scene may make a considerable difference in the level of interest and
morale. Before returning to the original task, have a brainstorming session to devise new work
practices or procedures to make this task more interesting and challenging.

EXERCISE 11.2
Margo is the supervisor of a cataloging team comprising eight staff. They have been together for a
number of years with few changes. The last year or so has seen productivity falling and, while there is
no obvious disharmony, Margo feels that somehow the team is in a negative mood and has certainly
lost enthusiasm. She feels that a team-building exercise may be necessary, but first she wishes to try
to handle the problem herself. Note under the following headings the steps she might take to try to
improve the situation:

Information

Initiating
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Clarifying

Harmonizing

Encouraging

Coordinating and controlling

CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Stephanie and Frank head the cataloging and reference sections of a community college library. They
both have small teams working for them in a positive and effective manner. During the approaching
holidays, the entire collection will have to be moved, as the library is relocating to larger premises.
No money is available for additional help, so the move will have to be done principally by members of
the two teams. No one in either team is enthusiastic about the job, and Stephanie and Frank have
received complaints from disgruntled staff who want to be left to get on with their own jobs.

How could the two supervisors go about building commitment to the task and generating enthusiasm
among the two teams? How will they go about getting both teams to work together and to pool their
skills effectively in order to achieve a timely and successful move?
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Chapter 12
FINANCIAL MANAGEMENT

Introduction

Managing money and budgets is generally simpler than managing staff. Yet managers often
spend more time and effort worrying about finances than about staffing. This is probably due to
the high visibility of financial matters, and the guidelines and controls imposed on spending—far
more obvious than the more flexible approach needed to manage staff. In addition, budgetary
controls are a simple yet useful way for management to monitor and evaluate projects and to
judge performance. Most libraries and information centers need systems of financial management
that are straightforward to implement and maintain.

Money management and budgeting, in every form, should relate to the core of the library or
information center functions. Spending must be directed toward organizational aims and
objectives. There is a very close relationship between budgeting, strategic planning, and spending,.
The budget forms an essential part of planning and control, whereby:

* the cost of providing any service can be estimated reliably

* spending is assessed against particular activities or programs

* comparisons are made among the cost-effectiveness of such programs

* planning future activities is made possible in the light of expected income and expenditure.

For most libraries and information centers, budgets are subsets of a far larger corporate budget
covering the whole organization. They compete with other sections for a share of the corporate
“pie.” Regularly, the library or information center has to make a strong case to maintain or
improve its funding, in the face of competing demands from seemingly more critical sectors.

It is a very demanding task of the manager to ensure that library and information center
programs are properly promoted, tied to broader corporate goals, directly relevant and visible to
senior management, cost-effective, and carefully budgeted and controlled. Not only is this
necessary for survival; for many organizations it is a legal requirement.

Public Funding

Most libraries and information centers rely heavily on government funding (federal, state, or
local), to continue their operations. The ups and downs of public funding impact on how
programs are costed out, funding is sought, and records are maintained.

When government agencies implement fee-for-service principles, some libraries and information
centers find themselves more and more concerned with maintaining adequate funding to enable
them to provide their services. In addition, with the explosive growth of new services driven
primarily by developments in technology, funding new initiatives is a major concern.

Thus it becomes more important than ever to ensure value for money by proper budgeting for
activities, careful cost-benefit research, and (for new services) budget-neutral charging.

Accountability and auditability are also primary requirements for any publicly funded institution.
Taxpayers have a right to know where their money is spent. For managers, it is essential to ensure

113



114 LEARN LIBRARY MANAGEMENT

that complete and accurate records of income and expenditure are maintained to enable proper
reporting. Good record keeping is straightforward and simple—and a serious responsibility.

Another aspect of managing the budget relates to the annual cycle of appropriation. Funding for
most activities is provided on an annual basis and is accountable over the same period. It is the
manager’s job to take this annual cycle into account when planning projects that may last longer
than one year or which may not come into operation before the end of the fiscal year. Cash flow
should be controlled throughout the budget cycle in order to ensure that funds are properly spent
before the end of the period, while ensuring funds at appropriate times for all the projects
planned for the year.

Discretionary and Nondiscretionary Monies

Budget allocations may at first glance appear to be large amounts that offer the organization a
wide array of options. However, most of the money allocated is usually for operations over which
lower-level management has little control.

Nondiscretionary Funding
Money known as nondiscretionary funding is earmarked for areas such as:

* building lease or rental payments

* power costs (electricity, air conditioning, etc.)

* staff salaries, retirement benefits

* insurance of various types

* other expenses that are difficult or impossible to alter in the short term.

A local manager has little or no control over this expenditure—i.e., no discretion as to how it is
spent in the short to medium term.

Discretionary Funding

After taking nondiscretionary expenses into account, typically 10 percent or less of the budget
allocated to an area is available for projects that are controllable by management in the short
term. This limitation has to be considered carefully whenever expensive, long-term projects are
planned, in order to ensure sufficient cash flow to enable the project to be completed.

Fixed and Variable Costs

An important and related concept is the difference between fixed and variable costs. When
calculating the true cost of any program, it is necessary to appreciate the proportions of fixed and
variable costs involved, in order to plan any expansion or contraction of activity.

Fixed Costs

Fixed costs are incurred by the organization in pursuing its goals and are not affected by minor,
short-term fluctuations in workload. These costs relate to such matters as:

* lease or rental of premises

* insurance and maintenance agreements

* heating and lighting

* staff salaries.

These costs change only very occasionally, and will not be affected if, say, a few more books are
cataloged one year or some new journal subscriptions are acquired.
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Variable Costs
Variable costs, however, change directly in relation to the work done and are not set in any

way—they can range from zero to any amount and are more directly controllable by management
in the short term. Thus, for instance:

* The more overdue notices are sent out, the higher the postage cost. Postage is therefore a
variable cost which can be directly controlled by management, who may decide not to send
out notices so frequently if they wish to reduce these costs.

* The number of books bought or serials subscribed to in any year is a variable that can easily be
changed, should management decide to cut back.

* The amount of overtime made available to staff can also be varied depending upon the budget
situation.

EXERCISE 12.1

The Uptown Public Library is considering introducing a bookmobile service in order to serve its
remote users better. The library intends to purchase and convert a large van. The bookmobile will be
stocked with materials from existing collections.

What are the fixed costs involved in setting up the service?

What are the variable costs?

What are the long-term implications for the library?
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Forms of Budgeting

Budgeting requires planning, organizing, and controlling skills to ensure that
* plans and proposed activities are properly costed out

* appropriate financial resources are allocated to an activity

* performance can be measured against the cost involved.

When preparing budgets and making a case for funding, a number of budgeting methods can be
adopted. Usually these are dictated by the needs of the parent organization, which requires
budgets to be presented and argued for in a particular manner. Methods of presenting budgets
include

* incremental budgeting

* program-based budgeting

* zero-based budgeting.

Incremental Budgeting

Incremental budgeting looks at the previous year’s allocation for a particular task and makes a bid
for the new funds based on that experience and the expectations of what will happen in the
coming year. Thus, if $4,000 was allocated to cover OCLC costs in Year 1, and the library
actually spent this amount, the cataloging manager may adopt an incremental approach and ask
for $4,400, in the expectation that OCLC charges may rise, or the library’s use of OCLC may

increase.

Program-Based Budgeting

Program-based budgeting (PBB) considers all the activities or programs in an area and works out
how much it costs to run these programs. Budget requests are then based upon the size and
nature of the program planned for the coming year. The advantages of this approach are that a
more accurate picture of the actual cost of running a particular activity is gained, and more
consideration may be given to how projects compare with one another.

Zero-Based Budgeting

Zero-based budgeting (ZBB) is similar to program-based budgeting in that it endeavors to
apportion costs to a program or activity. However, ZBB requires managers to evaluate their
programs each year and to budget as if they were starting from scratch, or base zero, for the
coming year’s costs. Thus it effectively requires a complete evaluation of all activities every year.
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EXERCISE 12.2

Meg is planning to introduce a new product in her school media center/library. It is to be a school kit
aimed at teenagers, covering all aspects of the greenhouse effect and the problems with the ozone
layer. Her school system uses a program-based budgeting method, and in order to present her
proposal, Meg has to have it fully costed out. Think about the costs that are likely to be involved in
putting the product together, and apportion them under the following groupings:

Research

Production

Marketing and promotion
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Maintaining Financial Records
Keeping track of expenditures is an important part of the manager’s work. If done accurately and
methodically, it is simple.

Essentially, proper financial management requires the maintenance of records regarding income,
expenditure, and encumbrances. Encumbrances are orders placed with suppliers that have not yet
been filled or paid for, but which are expected to be charged within the accounting period.
Keeping track of encumbrances and following up with suppliers are necessary to ensure that
goods or services are received and paid for in the financial period in which they are encumbered.

The use of a computer spreadsheet package makes the organizing and control of financial
information very straightforward and gives managers a clear idea, throughout the year, of their
financial position.

Purchasing

Purchasing requires managers to exercise particular care to ensure that the acquisition of materials
or services is done correctly. Most organizations have strict guidelines as to how to buy goods and
services and what may be purchased by staff at varying levels.

Delegation of Authority

“Delegation of authority” is the term used when disbursing authority is given (delegated) to a
manager at a particular level. For instance, as a section supervisor you may be delegated
disbursing authority for $500, allowing you to purchase items up to that amount without
permission from your supervisor. The head of the library may have a delegation of authority for
$10,000 without permission from a superior.

Procedures

As well as rules about delegations of authority, there are usually strict guidelines about
procedures. The procedure for purchasing an item is usually spelled out clearly. It may be that if
the item costs less than $100 it may be purchased from whoever is thought to be the best source.
If the item costs (say) between $100 and $1,000, not only is it necessary to have the correct
delegation of authority to authorize its purchase, but you may also be required to prove that you
have “shopped around” for it, and that this price is competitive. Between $1,000 and $5,000 you
may be required to obtain written quotes and to write up in detail why one has been selected over
others. Over (say) $5,000, it may be necessary to advertise and go through a formal bidding
process.

None of the usual purchasing procedures for lower-priced materials and services is complex or
time consuming. However, managers must ensure that all relevant paperwork is completed and
records properly maintained. Otherwise managers leave themselves open to questions and
allegations that will be difficult to answer. Controlling financial activity is relatively easy in most
organizations, and, with regular audits, managers are very exposed if they do not follow the rules.
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CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Consider the implementation of a new computerized integrated library system into a middle school
library. Combined hardware and software costs for installing the system are $40,000 in Year 1,
followed by an annual maintenance and support agreement of $3,000 per year. It is expected that in
less than five years a major upgrade to the system will be necessary.

Currently the library receives a budget allocation of $110,000 a year to cover the costs of a
teacher/librarian, a part-time assistant, and operating costs for the area. After these are taken into
account, there remain discretionary funds of around $10,000 per year. Usually this money is used to
purchase books and equipment (e.g., new shelving) and other materials.

How can the library plan to acquire the new computer system? Consider the following issues:

Funding the acquisition of the new system

Its impact on other areas of spending by the library

The fixed and variable costs (immediate and longer-term).
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Chapter 13
CREATING QUALITY SERVICE

Introduction

Any library, information center, or related organization is in the business of providing a service to
its clients. The success or failure of that service will be judged more on the quality than the
quantity of interactions. It is characteristic of all service organizations that quality depends upon
the individual who delivers it, making it hard to ensure consistency and high standards in every
transaction.

Unlike a manufacturing concern where the same item can be mass produced to exactly the same
standards thousands of times, services cannot be mass produced, since they cannot be stored.
Each transaction is a one-time event, usually “consumed” in front of the deliverer.

If the crucial client/staff interaction that comprises the delivery of service is faulty in some way, it
is apparent to both parties immediately, and may lead to dissatisfied clients, provoking loss of
business, unhappy staff, and long-term problems. Remember that there are major costs involved
in not providing quality service. In order to avoid them, a manager must be concerned with

* understanding client needs

* providing the right service to meet these needs

* implementing a satisfactory delivery system to ensure that service is appropriate and timely

* balancing the books

* ensuring a constant commitment to organizational goals.

Unfortunately, most managers become removed from dealing with clients face to face. In many
organizations, dealing with clients is treated as lower-level work, and junior staff are assigned to it.
The result is that managers forget how stressful and demanding it is to handle questions that
range from the trivial to the complex, to deal often with strangers, and to meet the sometimes
hostile or sarcastic response of a dissatisfied client. Yet this interaction is possibly the most crucial
work done in the organization. Without a client base, there would be no need for the
organization. Managers must remember that a loyal client base is as much an asset as any physical
item; maintaining and expanding that base is fundamental to their whole purpose.

Understanding the Customer

Maintaining and expanding one’s client/customer base involves understanding not only what
your customer is asking for at a particular moment, but also meeting or exceeding his or her
general expectations for the service. It is also crucial to be clear as to who constitutes your
customer base. You must therefore define who is your customer, and who is not.

Vance (p. 108) talks of a customer satisfaction pyramid that is directly related to how customer

requests are met. Starting from the bottom, customers can feel that

1. Their expectations were met: service was provided in a timely and satisfactory manner.

2. They were pleased with the level of service provided, suggesting it was better than they had
anticipated.
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3. They are delighted with the response they received, being truly surprised at the time and
trouble invested in meeting their request.

4. They should be advocates for your area, taking opportunities to praise and recommend the
work you do, and becoming an important political ally.

Moving customers up this pyramid is a central aim of quality service.

To understand your customer’s needs fully, listen carefully and don’t be afraid to ask questions.
Clients may be unsure what they need, staff may misinterpret what is said, and both will make
mistakes. It is therefore crucial in ensuring a satisfactory outcome that the right question is being
answered.

In order to gain insight into customer needs, undertake formal or informal surveys. This can
range from simply sitting down with a regular client to discuss the client’s requirements and how
well they are being met, to sending survey questionnaires to users and potential users asking how
they feel about the quality of service provided. For nonusers, surveys or personal contact can be
useful in finding out why they do not use the service and may suggest ways of tailoring the service
more directly to their requirements.

Another outcome of more fully understanding customer needs will be the ability to group them
into general categories. This will help in providing services designed for their specific
requirements and act as a guide to the necessary level of timeliness and depth required by that

group.

Providing the Right Service

With a clearer understanding of client needs it should be possible to design a product or service
appropriate to their requirements. In doing this, staff must be committed also to an ethic that
views quality service as the preeminent part of their job. For managers, this means employing
customer-oriented staff who are willing and able to commit to the ideals inherent in putting the
customer first.

To emphasize the importance of excellence in service, a customer service policy should be drawn
up, publicized, and promoted to all staff. Existing employees should have input into the
development of such a policy, which will cover areas such as the various client groups and their
requirements, timeliness and quality indicators, level of response expected, training rights and
responsibilities, handling difficult situations, etc. New employees must be given copies of the
policy and be expected to read it and support its aims.

Being responsive to changing client needs may require the following internal changes:

* redesigning systems and practices

* redeploying staff from one area to another

* providing training in technical aspects of the work

* providing personal development courses to improve the level of interpersonal skills

* redesigning office space

* ensuring appropriate backup procedures

* ensuring adequate staff are on duty when demand is heaviest

* providing new services or withdrawing old ones

* having feedback mechanisms to enable evolving customer requirements to be monitored and
demands anticipated.
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EXERCISE 13.1
Allan has just taken over as the manager of a large university’s archives. The aim of the archives is to
seek out and preserve a wide variety of material relating to the university’s 100-year history. He
assumes that his client base is mainly faculty and administration, but also believes there might be
other potential clients within the broader community.
As one of his first tasks, Allan has been asked to draw up a user service policy that will provide the
university administration with a clearer picture of what services the archives provides. Allan believes
that unless he produces a very positive document, his funding is likely to be cut in next year’s budget.
Using the headings below as current or potential customer groups that could make use of the
archives’ collections, explain how they might use its resources and what priority they could expect for
their inquiries.

University administration

University academics

Graduate students

Undergraduate students

Local press or other media

National press or other media

The public
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The Service Delivery System

Once the nature and level of service have been determined, it is necessary to consider the manner

in which it is to be delivered. This delivery mechanism will depend very much upon the service

provided and the nature of the organization. Once again, the basics of a quality delivery system

will tie in closely with organizational culture and the stated aims and objectives of the customer

service policy. General issues to consider when developing the mechanism include

* understanding where customers are located and developing mechanisms to enable remote
delivery if necessary

* the level of technology available to assist with service delivery and the client’s technical
sophistication—e.g., there is no point in delivering a response to someone in the form of a
computer file if the client lacks the software to use it

* having systems flexible enough to respond to urgent or unusual requests

* training staff in the interpersonal communication skills required for face-to-face or remote
delivery

* having policies and procedures in place and staff properly trained to deal with dissatisfied
customers

* ensuring that clients understand what is being delivered—e.g., does the library clear copyright
on a photograph that someone wishes to include in a book, or is it the client’s responsibility?

* aclear understanding of who pays any delivery costs.

Well thought-out and smooth delivery will add significantly to customer satisfaction and is a
basic ingredient for building a quality service.

Balancing the Books
Any level of customer service comes at a cost. At the same time, not providing a quality service
also incurs costs. These costs must be balanced against each other when developing service
standards and delivery mechanisms. Inevitably this balancing leads to the development of
priorities and the provision of varying levels of service, depending on the perceived importance of
the service in relation to organizational goals. Issues to be considered when deciding upon the
quahty and depth of service offered include
the customer group and its power to affect the operation of the organization—e.g., a local
library board member may well get a quicker turnaround on her inquiries at the public library
than a student using the same facility
* the aims and objectives of the organization and how the service supports them—i.e., the closer
the link with “core mission,” the more central the service is to the organization
* the actual cost (time and other resources) involved in delivering the service
* the potential for the service to win significant support, provide publicity, engender new
business, or otherwise promote the organization
* the added value that the service may bring to the organization by developing staff skills,
adding to an existing knowledge base, making new contacts, or widening professional
networks and creating enthusiasm and motivation among staff.

All these issues, as well as the more obvious costs and benefits, must be taken into account when
“balancing the books” on quality service.
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Building Commitment

If the customer service policy is properly developed—client groups identified, services designed
well, priorities described clearly, and delivery mechanisms explained properly—the blueprint will
support the achievement of organizational aims. With committed staff, clear goals, and regular
reviews, quality service can be provided that will undoubtedly assist in raising overall
organizational performance.

EXERCISE 13.2

Ali works in a busy museum research center. The museum is nationally recognized and deals with
inquiries from members of the public, politicians, and media groups such as TV broadcasters,
journalists, etc. In order to improve the quality of service offered to these client groups, Ali is
developing guidelines that will form the basis of a formal customer service policy. The guidelines
cover the areas listed below. Note after each heading the sort of things Ali will be concerned with in
developing the guidelines.

Customer groupings

Priorities

Levels of service

Costs/benefits

Staffing implications
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CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Roberto works on the reference desk at the New Town Public Library. He has held the position for
some years and has noticed that the nature of questions has gradually changed. Previously, most
clients asked for particular books, subjects, or authors (questions easily answered from the catalog),
were concerned about mundane issues such as the location of the nearest restroom or phone, or
were looking for maps of the local area. However, more recently, Roberto has been asked for
information regarding social security benefits, unemployment and job security issues (including two
questions about unfair dismissal), and for local organizations’ annual reports. He has felt somewhat
inadequate in answering some of these questions.

Roberto comes to see you, the head of reference services, and is concerned about not being able to
provide the level or quality of service that he feels these clients deserve. He seems distressed by this,
and you are concerned about how he will cope if the situation continues. What steps could you
undertake to try to help?
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Chapter 14
MARKETING

Introduction

Marketing is not selling. Selling is convincing the public to buy your product or service without
concern as to whether it is what they want. Marketing approaches the situation in the opposite
way by identifying the goods or services required by consumers and marketing accordingly.
Customer requirements are paramount, not the product or service the organization produces.

Anyone who has dealt with computer companies will have heard the jargon “solutions.” These
companies are not selling hardware or software, but offering solutions to an existing problem—a
clear example of the marketing approach. Libraries too must be in the business of providing
solutions to users’ needs.

The aim of marketing is to turn consumers who have a present or potential need for your service
into customers who use it. A good example is a special library in a government department—
there is a large consumer base (the employees of the organization) but typically only a few are
customers. It is a marketing challenge for management to increase that number.

Moving Consumers to Customers

To help change consumers into customers, the following steps should be undertaken:
* analyze the environment

* develop a service

* test the service

* package, distribute, and promote

* monitor progress.

Analyze the Environment

Analyzing the environment is commonly done for many aspects of planning—remember the
SWOT analysis in chapter 2. To assist in developing marketing plans, the analysis will
concentrate on identifying potential customers or markets. Do they exist in a limited area
(government department, school, university, local service area) or are they spread more widely?
Are there restrictions to moving out from your identified consumer base or can a service be
targeted to a new market?—e.g., academic libraries frequently allow non-students to enroll as
restricted users if they pay a fee. Are some groups more likely customers than others?

Develop a Service

Develop a product or service that is congruent with consumer demands and organizational goals.
Maintaining and regularly reviewing this link is crucial. As organizational goals change, so must
the library revisit its marketing strategies. For example, in a government agency library, if new
legislation is being introduced that will impact on the work of the agency, then the library may
identify a consumer demand for a brochure or webpage explaining the major points of the
legislation and advising where more detailed advice may be obtained. This new service may be
provided while something else, once considered important, gets lower priority.
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Test the Service

Always market-test a new product or service with a small group before embarking on full-scale
promotion. Ensure that management support and approval are obtained and that “market
champions”—key users who have influence in the organization—are vocal supporters.

Package, Distribute, and Promote

Style and presentation are vital in launching and promoting new or improved services—invest
some time, effort, and money in this activity. The aim is to tempt consumers into trying the
product—not just to tell them about it. Make sure all library staff are aware of the promotion and
can answer questions or provide any help that may be required by potential users.

Monitor Progress

Like all plans, any marketing strategy must be monitored and its success measured. All products
and services have a life cycle that has to be assessed. What is popular, relevant, and meeting users’
needs one year may not be in two years’ time. Thus, monitoring the progress of any initiative is
important to keeping it relevant and providing early warning if demand is falling away.

These steps can help in building and maintaining a customer base, although long-term viability is
best ensured by consideration of a longer-term marketing plan that becomes a major plank in the
strategic plan for the organization.

Strategic Marketing

When developing long-term strategic marketing plans, more effort needs to be taken in
identifying opportunities, considering costs and the competition, and evaluating the impact of
the strategy on existing programs. The following major variables need detailed investigation:

* market opportunities

* market segments

* competition

* marketing mix.

Market Opportunities

Identifying opportunities—i.e., consumer needs—can be done by questionnaires, face-to-face
discussion, telephone interviews, focus groups, etc. Any of these approaches can provide ideas and
input to brainstorming sessions among staff (and perhaps a handful of regular users). They can
then discuss all the ideas and rank and select those that may be worthy of further investigation. In
addition to direct consumer contact, reading the professional literature is an excellent avenue for
appropriating marketing ideas that have been used successfully elsewhere.

Market Segments

The potential customers of a library are a fairly mixed group with a wide range of requirements.
It is necessary to break this group down in order to identify segments or niches on which to
concentrate. This breakdown should try to create groups with perceived common needs and can
be done according to age, physical location, common interest, common work types, etc. Specific
groups may be all the senior managers in a company; all the 12- to16-year-olds in a public library
context; all first-year psychology students, etc. Clearly, each group, known as a market segment,
will want and expect something slightly different from the library, which, in turn, will have to
develop a separate strategy for each group.
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Competition

The competition faced by many libraries is not always obvious. However it does exist and has to
be considered when developing longer-term strategies. With the advent of the Internet, computer
use at home, cheap photocopying, etc., consumers may feel they no longer need the library. Any
initiative has to counter this competition by offering something different or adding value to a
product.

Hence, the image of the library becomes most important. Perceptions must be managed. Is the
library seen as a relevant, helpful, friendly, efficient place contributing to the well-being of its
community? Try to build a high profile to assist with creating this perception. Become involved
wherever possible and appropriate, and always build strong relations with the body that funds
your activities.

Marketing Mix

Commonly referred to as the four Ps, the marketing mix considers product, price, place, and
promotion. It emphasizes the need to provide an appropriate “mix” when delivering a product or
service to a specific market segment. For instance, if you are dealing with top management in a
special library or members of the library board for a public library, any service you provide to
them will have to be of the highest quality in content and presentation, timely, and delivered in a
fairly conservative manner. In providing a service to first-year undergraduates, the library will still
have to be accurate but may present the service in a simpler manner; timeliness may be less
critical; and innovative modes of presentation may be tried.

EXERCISE 14.1
José works on his own in the small special library of a medium-sized company. He has decided to
isolate some specific market segments within the organization before he starts to determine their
service needs —he feels this is the only way to approach his work. What variables might José consider
to determine the composition of his groups?
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Promotion

As noted above, any library or information service has to maintain a positive profile in order to
continue and to expand its activities. Maintaining a positive profile is part of public relations and
is a way of marketing the entire library to its community. Remember, you can’t rely on word of
mouth to build a positive image with users—customers are usually only vocal when things go
wrong.

Before starting any promotional campaign, consider the following (adapted from Bangs and

Halliday):

* which market segment is being targeted>—being specific will be more successful than a general
campaign

* what are you trying to achieve?—e.g., promote a new service, increase patronage of an existing
service, gain a new group of users

* when will the promotion be run and for how long?

* isa specific service to be promoted? What are its unique properties?

* where will the promotion be conducted’—e.g., the local shopping center, throughout the
university, in the staff newsletter

* how will the promotion campaign be conducted?’—e.g., using inhouse expertise to develop
materials such as a logo, slogan, etc., using prepared materials from a library organization,
obtaining professional assistance, using existing staff or volunteers.

Of course, many of these decisions will be influenced by how much money and time are
available.

Darlene Weingand suggests the following categories of activities:

Public Relations

* Produce regular news releases for local papers or inhouse journals, and, for larger
organizations, produce your own “Library News” or equivalent. Invite the press to any or all
events for which you can provide a “story”.

* Provide articles for magazines and professional journals.

* Have regular events and coffee sessions based on themes, introducing a new service, etc.

* Sponsor activities by making space and facilities available if at all possible.

* For public libraries in particular, become involved in community activities at all levels.

Advertising

* Direct mail or delivery of brochures, fliers, etc.

* Try for sessions on local radio to announce initiatives—these will act as a form of advertising.
* Ensure that details of events are given to all media outlets.

* Consider production of calendars, bookmarks, etc.

Promotion and Outreach

* Develop an attractive but speedy website.

* Tie in with anniversaries, special events, public holidays, etc.

* DPut up posters, displays, etc. in public places. Become involved in community events and
celebrations.

* Depending on your library, visit classes, departments, staff meetings, seniors’ groups, pre-
schools, service clubs, etc. to promote your activities.

* Consider off-site delivery of workshops, hands-on training, etc.
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EXERCISE 14.2

Maria is head librarian of a small public library system of three branches with a very limited budget.
She would like to get more preschoolers into the libraries for story hour and other activities. Which
promotional activities might Maria use in order to achieve her aim, and why?

CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Robin works for a major college library that has just been donated, on the death of a former college
president, a large, well-organized collection of materials dealing with the history of the local area.
She feels this is an important collection that should be made more widely known and, she hopes,
used for research. Discuss how Robin might develop a strategic marketing plan for the collection

while at the same time managing to preserve and restrict access to more fragile and valuable
materials.
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Chapter 15
MANAGING CHANGE

Introduction

Change will occur throughout our lives, at home, at work, in the world around us, and in
ourselves. We cannot prevent change from taking place. But we do have control over how we
manage these changes. As a manager, it is your job to encourage positive change, to plan for it, to
implement it, and to help staff accept and be enthusiastic supporters of it.

Change can be seen as

* ending a task, procedure, relationship, activity

* atransition period allowing adjustment, learning, coping, training
* embarking on a new activity, relationship, process.

Change can relate to

* individuals—e.g., changing a problem behavior pattern (say, arriving at work late)

* tasks—e.g., the manner in which stack requests are completed and passed on to the stack
attendant

* organizations—e.g., moving from free services to fee for service; reorganizing academic library
services and information technology under a chief information officer; merging the National

Library of Canada and the National Archives of Canada.

Each brings its own level of difficulty and demands different approaches. Changing individual
work patterns or behavior relates closely to counseling and feedback and is covered in chapter 10.
This chapter concentrates on changing practices, procedures, and systems in the workplace.

Some change will be imposed by forces outside the organization’s control; some will evolve
through natural selection; some will be initiated by managers; and some will originate with staff.
For change to be a positive experience for individuals and organizations, regardless of why it
occurs, who initiated it, or whether it was sought or thrust upon the workplace, it is essential that
it is properly managed.

Negotiation

Introducing change at any level requires negotiation with those staff affected. It is, therefore,
important to understand how successful negotiating skills can be used in many situations.
Negotiation involves consciously planning how to achieve your own ends while trying to meet the
needs of others. It calls on both the research and human relations skills of a manager. In a work
situation it should never be a win/lose process but one where both parties have something to gain
by a successful outcome.
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In order to meet these objectives, negotiators need to consider:

* the objective I am secking and the other person’s needs

* the pressures and concerns being felt by the other party

* focusing on issues, not people

* my bottom line—the minimum agreement I can accept; but also being flexible and willing to
compromise

* maintaining calm and limiting emotion in discussions

* listening carefully to what is said and being aware of body language.

Objectives

Be clear about what you want to achieve before starting any negotiation. Is it the introduction of a
new system you have already devised or is it that you just want a task done in a more efficient
manner and want information on how this may be done? Being clear on objectives and spelling
them out clearly to the participants will help to reduce the concerns and suspicions that the other
parties may be harboring.

Pressures and Concerns

Establish as far as possible before any meetings what pressures and concerns are felt by the other
person. This will help considerably in understanding that person’s position and will assist in
developing a solution that meets these concerns and your goals. A proper understanding of why he
or she feels strongly about the issue is crucial to avoiding misunderstandings and limiting
unhelpful argument.

The Issues, Not the Person

Maintain focus on the issue that is being discussed, and avoid being drawn into diversions relating
to personalities. The latter can quickly lead to arguments and raised emotions, neither of which is
conducive to a satisfactory outcome. While it is necessary to take into account how people will
react and handle a situation (and thus how you will deal with it), do not let this become an issue
in itself.

The Bottom Line

It is important to be clear in your own mind about your bottom line before starting the
negotiation. However, also be aware that flexibility, consideration of new and creative solutions,
dealing with concerns, and offering concessions will all help to achieve your ends. Be prepared to
sell your solution by arguing the benefits of the preferred approach and demonstrating why it will
benefit both parties.

Maintaining Calm

It is important to remain calm and present your position with logic and clarity. Separate the
problem from the people and deal with issues and objectives—not feelings and positions. Care for
what is being said and show your commitment to a successful outcome. Ensure, if agreement
cannot be reached, that you have fully explained your position and what the next steps will be.
Again, clarity will assist in avoiding misunderstanding and limiting emotional undertones that will
be difficult to deal with and cloud the real issues.

Listen and Observe

Always listen carefully to the other parties. Ask open-ended questions (why? what if? how?) in
order to explore their attitudes and feelings and to avoid being defensive or arguing. Encourage
them to talk, to explore options and ideas, and to be sure that you really do understand what is
said—Dbe prepared to summarize and recap as necessary. Watch body language to try and gauge if
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you have accurately assessed the situation—sometimes what is being said may not be what is felt.
If deadlock appears to have been reached, take time out and then approach the situation from a
different angle.

Peter Morgan summarizes three common reasons why negotiations fail:
* parties not talking to each other

* parties not hearing what is said

* misunderstanding others’ points of view.

Always remember these points when entering into any negotiation and consider that both parties
have goals, both have concerns, and hopefully, there is one best way that will address all of these
needs.

EXERCISE 15.1

Consider how flexible and open to change you are. Below is a list of activities for you to undertake in
the next few weeks. Look at each one and make a commitment to do it within the next month. If you
feel uneasy about making this commitment, ask yourself why and note the reasons beside the activity.
Revisit this list occasionally and repeat the exercise.

Get to work in a different way from normal (e.g., ask someone for a ride, catch the bus if you normally
drive, or try a different route).

Volunteer to do something you would normally avoid.

Get to work 30 minutes earlier than usual.

Move your desk or, if that is not possible, rearrange the items on it.

Eat or drink something you have never tried before.
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Sit down with at least one staff member each week and ask what one aspect they would change about

their job if it could be done. Write down why this change can or cannot be implemented and discuss
with the person concerned.

Ask somebody the question you have always wanted to ask them.

Make one contact in another organization with a colleague involved in similar work and swap ideas.

Look carefully at one work practice that has not changed for a while. Could it be improved?

Set yourself a goal for the week each Monday morning; on Friday, check whether it has been achieved.

Tackle a job, at home or at work, that you have been putting off for ages.

Make an effort to improve relations with the person in your area that you like least.
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Planning for Change

A minor, temporary change will require far less managing than major change that will be

permanent. However, all change requires consideration of the following in order to give it the best

chance of success:

* Have a clear understanding of why the change is necessary.

* Have clear, measurable aims and objectives as to what is to be achieved from the change. Be
realistic as to what can or cannot be achieved.

* Consider how the success or failure of the change can be assessed against its aims.

* Develop a clear implementation plan and timetable for major change. Whenever possible, do
not rush into changes, but allow time for staff and systems to adjust to the new practices or
systems.

* Identify barriers and aids to implementation.

* Ensure that staff affected by the change are involved and consulted on the proposed change
and the impact it may have.

* Try to involve key individuals or groups and to win their support as change agents.

* Be up-front and honest with everyone as to the anticipated impact of the change.

* Manage problems and concerns, be open to suggestions, and be ready to negotiate.

* DPrepare training and regular feedback sessions as necessary.

* Ensure that timing is appropriate (e.g., not introduced at the busiest time of the year).

* Develop a suitable changeover or transition process.

* Allow sufficient time for the change and ensure that adequate resources are available to support
its implementation.

* When possible, consider implementing a pilot study.

* Monitor carefully the impact of the change in its initial stages.

Resistance to Change

Resisting change is common. Routine is an important part of most of our lives, and making
changes can be difficult. We may be anxious about coping with the change, unsure of its impact,
and worried about how long it will take to learn new tasks or implement the change.

Change can also bring about alterations in workgroups, individual status, or power structures that

threaten a comfortable environment and challenge the individual’s—or the group’s—interests.

For any manager, overcoming resistance to change will be critical. By using the previously

mentioned techniques for implementing change, resistance should be minimized. In addition,

depending upon the situation and the individuals concerned, the following strategies can assist in

reducing resistance:

* Ensure that change is introduced gradually.

* Listen carefully and negotiate fairly over staff concerns. Be responsive to their ideas.

* Maximize communication opportunities. Let everyone know exactly what is happening and
encourage feedback through the entire process.

* Minimize unnecessary disruptions to staff by, for instance, having building work done after
hours.

* Be positive and enthusiastic about the advantages the change will bring.

* Identify key staff members who will become “change advocates,” acting as role models who will
influence other staff.

* Align the proposed changes with the individual’s and organization’s ethos and values.

* Maintain momentum and interest throughout the process.

* Try to ensure a successful change process—it makes the next one easier to implement.
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Implementing Change

Taking the above points into consideration, it is possible to list steps that should be followed to

assist in making the change orderly and effective and to minimize disruption and staff concerns.

Note however that any change is likely at first to have a negative impact on productivity or service

provision. Usually it takes time for new systems or practices to settle down. For staff and

customers, it may take some readjusting to learn new skills or understand modified procedures.

Thus, Albrecht (p. 177) talks of needing time and patience when implementing change, and

outlines the following steps that will assist in making the process go more smoothly:

1. Involve staff from the very beginning and prepare them well in advance for the changes that
will occur.

2. Meet and brainstorm to identify problems that may arise with the proposed changes and those

that may occur during the changeover.
. Let clients and users know in advance whether the change is likely to affect them.
. If it is a major change, try to introduce it in stages or conduct a test run to identify problem
areas.

5. Select certain key staff who are well trained and motivated to be “change agents.” They will act
as leaders to facilitate the introduction of the new systems.

6. Make sure that during the first days of the changeover you make time to be fully involved and
ready to assist wherever necessary.

7. Have regular progress reviews where all staff involved can comment on the change, highlight
problem areas, and try to preempt potential trouble.

FE SN

8. Keep in close communication with key users to ensure that there is no negative impact on
client service.

If these steps are followed, the process should proceed smoothly, despite any natural resistance to
change or concerns over the nature of the new or altered systems. For major change, these steps
should be followed quite formally, with minutes taken of meetings, decisions broadcast widely,
and a clear implementation plan and timetable developed. For less dramatic change, the steps
should guide managers who may use them less formally, but who should still consider each step
and its relevance in relation to the change proposed.
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EXERCISE 15.2

Carmel works for the State/Provincial Archives, which occupies an old historic building about to
undergo major extensions and renovations. These will take over a year to complete, resulting in major
disruption to some of those working in the building.

Management has therefore decided to look for alternative accommodation for the departments most
affected by the work. As the department head most affected, Carmel has been appointed the head of a
small team looking at various office buildings that may be suitable. Using the following headings,
consider some of the issues that may make staff cautious about the proposed change:

Location and transportation

Formal and informal relations with other staff

Facilities

Working conditions

Access to resources

Self-image, status
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CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Belinda runs a highly successful special library in a federal government department. It is located close
to a university campus and students come in regularly to use the materials in her library. They often
ask staff for assistance and for online searching. Belinda doesn’t mind these requests. As long as her
main clients, the department’s staff, get priority, she has no problem with helping the students.
Students like using the library because of the direct relevance of its collection to their study, its
convenient layout, and its helpful staff. One or two regulars who are doing postgraduate studies have
commented to Belinda on how helpful the library has been and how useful they have found its
resources.

Recently senior management have become aware of this situation and have told Belinda to develop
and implement a policy by the start of next semester to charge students for the use of the library and
its facilities—or to refuse them access. Belinda is very concerned about the impact of this change and
how to bring it about. Using the categories below, consider some of Belinda’s concerns.

Effect on staff and students

What systems could be used to implement charges? How can the system be made fair?

How would you inform students of the charge?

How would you handle students used to the free service and reluctant to start paying?

Will this charge affect the quality of service delivered to students?
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Chapter 16
SECURITY ISSUES

Introduction
Security in this context covers the whole area of physical care. It is concerned with ensuring that
material is not stolen; it is also concerned with ensuring that staff or members of the public are
not hurt in the building. In any changes to job or building design, safety and security issues will
be major concerns.

Managers face a number of security issues in their day-to-day work. In libraries and information
centers the major security concerns relate to staff, users, resources, and the building. It is an
essential part of the manager’s job to minimize risks and to prevent accidental and deliberate
breaches of security (rather than have to act after the event).

Proper systems and procedures need to be in place to limit, as far as possible, the likelihood of
problems arising, and to deal with situations that may occur. Safety of people is of paramount
concern, and the systems and procedures must reflect this priority. Injured staff impose a heavy
financial burden on the organization through workers’ compensation claims and lost productivity.

Staff

Issues relating to staff are varied and cover the spectrum from problems that may affect staff to
staff members themselves being the problem. Basic occupational safety and health requirements
are covered in chapter 9. This section will look at these issues from a broader perspective, the
main areas being:

* job design

* training

* equipment.

Job Design

Jobs must be properly designed, lest they cause harm to the staff member performing the task.
Prolonged use of computer equipment requires that care be taken in the design of workstations
and equipment and to ensure that regular breaks are taken. Workloads must be reasonable and
actions that may increase stress avoided. Regular occupational safety and health inspections of the
workplace should be undertaken by a suitably trained person; any problems identified should be
dealt with promptly.

Job design also applies to employees working from home and special care must be taken to ensure
that any staff members doing work from home fully understand their responsibilities to maintain
a safe working environment. In such circumstances it may be advisable to get professional advice
before agreeing to home-based working for any staff member.

145
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Training

Staff training is important in minimizing security breaches and accident risks. New staff members
in particular need to become familiar with security procedures. They should be made aware of
regulations regarding, for example, the use of work vehicles and of proper manual work practices
such as lifting. It is quite common to require new staff sign a form acknowledging that they have
been instructed in the security and safety aspects of their work (see chapter 10). Note that any
supervisor is responsible to ensure that staff have adequate training in order to undertake the job.
If this is not provided, and an employee injures themselves trying to do the task, the supervisor or
the employer may be liable.

Equipment

Proper equipment, like training, plays an important role in maximizing security and minimizing
accidents. Well-designed air conditioning systems improve conditions for staff and materials; well-
designed theft-detection systems limit the loss of material; and suitable shelving or packaging
protect the collection.

Users

Clients using any facility should be protected by the provision of a reasonable level of safety and
security. The managers of an area owe a duty of care to anyone in that area. If it is shown that
they were negligent (i.e., did not use the common sense that an “average” person would expect),
then they or their organization may be liable for damages. Thus users should expect

* asafe environment

* appropriate systems

* accommodation of differences.

A Safe Environment

A safe and properly designed environment is suitable for the purpose for which it is intended.
Examples include a well-lit parking garage to ensure the safety of patrons leaving at night; front
doors that are not too heavy for elderly patrons to open non-slip floors and steps; no loose
electrical cords or ragged carpets.

Appropriate Systems

Appropriate systems help ensure the safety of users who may not be familiar with the building, the
fittings and equipment, or ways of accessing the material. Proper signage is essential (particularly
noting exits); restricted access areas must be clearly marked; equipment such as photocopiers or
microfilm readers must be regularly serviced to ensure their safety as well as functioning; etc.

Accommodation of Differences

Users come in all shapes and sizes, and this diversity has to be taken into account, whether in
terms of shelves and counter height, access for the disabled, positioning of electrical equipment
(such as computers) so that young children will not have unsupervised access to them, and so on.
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EXERCISE 16.1

Jean is the supervisor of the city government’s general information help desk. This is a busy facility,
helping residents with inquiries about taxes, building permits, public housing, dog licenses, etc. It is
housed in an old building that is very cramped and has limited access up a steep flight of steps.
Money is available for redesigning the building internally (the outside is protected by a historic-
district ordinance) and Jean has been asked to prepare a proposal on any improvements that can be
made to the help desk. Using the headings below, consider some of the changes Jean might propose.

A safe environment

Appropriate systems

Accommodation of differences
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Collections

For all libraries and information centers, their collections (whether books, paper files, documents,
plans, correspondence, or computer files) are of paramount importance. Maintaining their safety
and integrity should be a primary concern for all staff. Management has to establish practices and
procedures that ensure, as far as possible, that its collection is accessible to its users but also
protected from loss or damage. These aims often conflict, and a balance has to be achieved
between the extremes of perfect safety and wide-open access. The issues to be considered are

* deliberate theft or damage

* environmental risks

* collection management.

Deliberate Theft or Damage

Theft or deliberate damage of collection items is unfortunately a fact of life for many institutions.
“High risk” materials such as rare, valuable, controversial, or particularly appealing items need to
be covered by systems that include

* supervised and/or limited access

* checking items after they have been borrowed and returned

* restrictions on lending

* high-level security tagging systems to prevent unauthorized removal

* regular physical checks.

Management must accept, and budget for, the inevitable damage and loss that will occur, despite
proper security measures.

Environmental Risks

Risks caused by degradation, loss, or accidental damage often cause more problems to the
collection than deliberate acts of vandalism. Water damage after heavy rain, high humidity in hot
climates with subsequent mold growth, and insect or rodent damage can all be prevented with
care and proper systems. Loss may be reduced by regular inventory and more sophisticated
computer systems. Accidental damage may be reduced by forms of protection such as packaging
(e.g., covering books, boxing files and pampbhlets, etc.) and providing clear instructions on how to
use items (e.g., cassette tapes).

Collection Management

The collection is also placed at risk by poor management practices, including inappropriate
collection decisions resulting in large amounts of little-used material, poor shelving practices, and
infrequent weeding. Related problems result from the extensive use of computers for storing and
accessing information. Problems with individual PCs can generally be overcome with little
difficulty, but if an entire network goes down, leaving no functioning computer in the library, it is
a far more difficult situation. Fortunately this sort of occurrence is rare, but a contingency plan
needs to be in place to ensure that, to some degree, services can be continued and customers not
too badly inconvenienced. In addition, a proper backup schedule of all files, with recovery
procedures that are regularly checked to ensure they work, is fundamental to the design of any
computer system.
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Buildings

If the collection is to remain secure and staff and users protected, the building fabric itself must be
safe and functional. Whether a building is being planned or already exists, similar concerns must
be considered:

* weatherproof design

* infrastructure

* emergency procedures.

Weatherproof Design

How weatherproof is the building? Is the external fabric keeping out extremes of weather such as
heavy rain or hot summer sun (which will cause rapid deterioration of paper-based collections)?
Part of a manager’s job is to examine, in general terms, the outside of the building at least once a
week (and immediately after weather extremes) to ensure that all is functioning as it should.

Infrastructure

Regular maintenance and repair of infrastructure is also important. Electrical cables, especially
extension cords, should not run across floors; lighting and heating/cooling systems should
function properly; shelving should be secure; access to fire extinguishers should not be hampered;
etc. Again, managers should inspect their areas regularly to ensure that problems have not gone
unnoticed.

Emergency Procedures

Fire drills and emergency evacuation procedures must be undertaken on a regular basis and proper
signage posted in all areas. Ensuring that these drills are carried out is not always easy. Staff are
usually busy; it creates disturbance; and it can frequently be seen as a waste of time. It is necessary
to overcome this attitude by emphasizing the importance of the drills, setting a good example, and
making them part of a regular routine. Up-to-date lists of staff and emergency contact telephone
numbers should be maintained and prominently displayed.

EXERCISE 16.2
Following a heavy storm one afternoon, the gutters of the Downtown Public Library overflowed and
caused a considerable amount of water to come through the roof and down one wall. Fortunately,
little of the collection was damaged, but the leaks left quite a mess. A subsequent investigation
showed that an empty potato chip bag had blown across the roof and gotten stuck against the
overflow drain on the roof, causing the backup problem.

The library director is upset, and wants to know what you, as the branch manager, are going to do
about it.
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Disaster Prevention

Disasters are usually preventable with planning and proper procedures. It is the manager’s

responsibility to ensure that such planning has been done and appropriate procedures developed.

Developing a disaster management plan is all about setting in place the steps to take when disaster

strikes. Howell describes the components of such a plan (p. 28):

* the addresses and phone numbers of all areas covered by the plan

* where building plans, insurance policies, and other valuable records are stored

* the telephone numbers of key individuals to be contacted in an emergency. These will include
staff as well as the emergency services, and must be kept up to date. A “telephone tree” may
also be useful for showing who is to call whom next

* clear identification of who can talk to the media

* alist of local suppliers, including companies, that can provide emergency equipment or
supplies

* specific materials that are most valuable and thus need the greatest attention in a general
emergency

* basic salvage steps for dealing with particular media, e.g., paper files or computer disks and
tapes.

All of the above is vital information but it is no use if buried in a lengthy, nicely bound disaster
management plan. The key information should be summarized on one sheet of paper, distributed
widely, and readily available. In an emergency the last thing you want to do is run around looking
for the disaster manual.

Developing a plan requires commitment and time. It may be useful to use an outside consultant.
Borrowing someone else’s plan may also provide guidance. Using some of the references below or
searching the Web will also offer guidance. But in the end, you have to develop a unique plan for
your own situation and it will take a modest amount of time and effort. Once a procedure is put
in place and maintained, a manager will feel less exposed if disaster does happen. With thoughtful
planning and evaluation, the likelihood of emergencies developing into disasters will be lessened

appreciably.
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CASE STUDY

[In a small group, consider the following case study as if you were the manager or supervisor. Use the discussion
in this chapter as a guide and brainstorm other ideas and options. You are expected to deliver a practical and
workable solution that is in the best interests of the staff and the organization.]

Mia is the office manager of a security company responsible for the safe storage and retrieval of
thousands of computer backup tapes that companies entrust to her company for safekeeping. The
tapes vary from large, open-reel tapes to small cassettes to CD-ROMs. A courier collects the tapes
each afternoon, but it is a big job and he doesn’t usually deliver them to Mia’s office until about 6:00
p.m. Mia then signs for the tapes, places them in a cupboard, and goes home. The next morning she
gets the tapes out, logs them into the computerized database, labels them, and stores them on
shelves in a locked room in her office.

Considering the importance of these tapes, do you think the current procedures are satisfactory?
What risks are the tapes exposed to? Is there anything Mia could do to increase their safety?
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Chapter 17
MANAGING SELF

Introduction

In order to succeed in managing others, managers and supervisors need a clear awareness of their
own strengths and weaknesses, managerial style, motivational factors, personal goals, and career
objectives. Insight into these areas will help in the day-to-day implementation of policy and
procedure and assist in relationships with staff and other managers.

Self-awareness is an important asset for a manager. Without it the possibility of change and
improvement in management style and approach are unlikely. In effect, the ability to manage
oneself is just as necessary as the ability to manage others.

Understanding Personal Strengths and Weaknesses

Knowing one’s areas of strength and weakness will assist in developing a satisfying and rewarding
work and personal life. Everyone has strengths and weaknesses. Successful managers know their
own strong points and limitations and get to know the strengths and weaknesses of their staff. The
basic aim is to

‘ Maximize strengths, minimize weaknesses ‘

Using this awareness, managers can try to involve staff in work that appeals to their strengths and
capabilities and avoids their weaknesses. This will not always be possible but should certainly be
considered when building teams and assigning tasks that require a mix of talents.

Identifying individual strengths and weaknesses takes time working with people. As well as

personal observation, tools have been developed to assist in identifying individual strengths and

weaknesses, traits, and behavior preferences. These tools are usually applied under supervision and

the results determined by a qualified and experienced person. Examples include

* the Margerison-McCann Team Management Index (TMI), a set of questions, completed by
individuals, which indicate their work style preferences

* the Myers-Briggs Type Indicator (MBTI), a set of questions designed to identify individual
preferences and biases in the way people make decisions.

Because everyone is different, with beliefs, backgrounds, perceptions, and reactions that vary
hugely, managers have to cope with a wide range of behaviors. Some will be a strength in certain
situations, others weaknesses. Awareness of your strengths and an understanding of your weaker
areas are important assets.
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Managing Stress

Stress is felt by everyone. It may be caused by pressures at work, at home, or a combination of the

two. While a certain level of stress is virtually inevitable for most people, minimizing it is

important in order to ensure that it does not become dysfunctional. Controlling work-related
stress is a joint responsibility shared by you and your manager and a number of approaches can
assist. Thus, for managers:

* Give staff autonomy and control over their work.

* Build skill levels with training and peer support.

* Provide job security and career development.

* Create a socially supportive, friendly work environment.

* Ensure that the physical working environment is as good as possible and pay serious attention
to problems in this area.

* Keep work demands and outputs reasonable.

* Avoid the use of overtime and shift-work as far as possible.

* When introducing new practices and procedures, even minor changes, ensure that staff are
involved in the implementation, that they are properly trained, and that time is allowed for the
process to be properly established.

* Provide assistance through active listening to staff and in the provision of formal, confidential
counseling services.

(Drawn from www.workhealth.org)

For yourself, the following tips may help:

¢ Set realistic expectations—daily and longer term.

* Focus on successes rather than failures.

* When things go wrong, ask yourself will anybody remember, or care, in a year’s time?

* Remember that life can be difficult—everyone has to cope with things that do not run
smoothly.

* Take periodic breaks from what you are doing—reflect, reward yourself, and spend a few
minutes on something quite different.

* Use “to do” lists to help in completing tasks.

* Break big jobs into smaller, manageable chunks with clear completion points.

* Quite often you can’t control what goes on around you, e.g., a difficult supervisor, but you can
control the way you react. Do not let others dictate your well-being.

* Do regular physical exercise of any sort and if possible, when really stressed, go for a walk or
other physical exercise—you will feel better.

Remember, maintaining physical and emotional well-being is your responsibility and under your
control. Do not let external events and other people control how you feel.
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Time Management

Time management is a perennial problem. Below are some basic strategies, which should be
adjusted to suit your situation. Personal time management is essential for managers, as is the
ability to encourage others in positive time-management practices.

Countless books have been written on the subject, and professionals give regular lectures and
training sessions. It is well worth getting a book or attending a lecture. The strategies below are
from MacKenzie (pp. 203-220):

* Maintain a “to do” list, diary, or organizer that you write up first thing every morning and
check off at the end of the day. Include short, simple actions and break large tasks down into
small, manageable chunks.

* Prioritize tasks and break them into groups. Always do the important and urgent right away
and ask yourself what is the worst that can happen if the urgent (but not important) is left.

* Do it now. Set objectives, be strict in achieving them, and reward yourself—e.g., take a coffee
break, rest and relax, take a short walk away from the workplace, etc.

* Delegate where appropriate, and do not get involved unless asked.

* Oppose unrealistic deadlines and be honest when setting them with others.

* Learn to say no without offending—usually other staff will appreciate and value your honesty.
Remember, no one can do everything,.

* Try to limit drop-in visitors—e.g., by standing when they arrive, not having a visitor’s chair
near your desk, etc.

* Try not to react immediately to everything that comes up—maybe it will sort itself out in time.

* Manage visitors and learn to terminate meetings once the issues have been addressed.

* Set in place systems and procedures that streamline work and provide milestones against which
progress can be measured.

* Establish a quiet hour when you do not schedule meetings and, except for emergencies, you are
not to be disturbed.

* Schedule meetings near lunchtime or toward the end of the day to help ensure they do not run
too long,.

* Always set agendas for meetings and aim to stick to them.

Working with People and Helping Yourself

One of the main attributes of a successful manager is the ability to work with people. Maintaining
good relations with your staff, with senior managers to whom you are accountable, and with
internal and external colleagues requires a conscientious effort. The following strategies may be
helpful:
* active listening

* networking

* belonging to professional organizations
* working with your boss.
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Active Listening

Use active listening to improve your ability to communicate and form relationships with others.
Give the person you are talking to your undivided attention, and make this clear by maintaining
eye contact, paraphrasing and reflecting their comments and concerns, summarizing occasionally,
and asking open-ended questions to stimulate further discussion. Essentially, active listening
requires you to show your concern for others and to forget your own needs for that period. It is a
powerful tool that builds respect and positive feelings, leading to increased confidence and success
in dealing with situations and improved relationships.

Networking

Network actively within and outside your organization. Networking involves making an effort to
establish—and maintain—contacts with others who may be useful in your job or career. It should
be done at work as a matter of course, and at conferences, courses, and meetings when you can.
The wider your circle of contacts, the more information is shared and the more unforeseen
opportunities arise. In addition, being seen and known within your organization or profession will
help build a positive image of yourself with other managers and staff. After all, staff want to work
for a manager who is respected and seen as successful.

Belonging to Professional Organizations

As part of networking, become involved in an appropriate professional organization. Be actively
involved and volunteer for jobs or positions, write papers, go to conferences, etc. Valuable
contacts are made in this way and, again, a positive image is created of someone dedicated to their
profession and willing to put effort into it.

Working with Your Boss

Get along with your boss! This should be done by gaining an understanding of his or her pressures
and priorities, work style, and strengths and weaknesses. Find out what is expected of you, be
loyal, and help your boss succeed. Do high-quality work and be positive and solution oriented in
problem situations. If you help your manager to succeed you will also be successful, and the
rewards will flow to all staff.
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EXERCISE 17.1
Using the headings below, spend a few minutes considering what steps you can take in the next week
to actively improve some work relationships. Set yourself the goal of taking one step each week for
the next five weeks.

Use active listening to improve a relationship

Network internally

Network externally

Find out more about a relevant professional organization

Take one action aimed at raising your profile with your manager or supervisor
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Ethics

Because managers and supervisors exercise power and influence, they need a clear understanding
of what constitutes ethical behavior in the workplace. Unfortunately, what appears to be a correct
approach to one individual may seem totally unethical to another. This divergence arises from a
mix of personal characteristics and experience, and the organizational culture that prescribes what
is regarded as right or wrong behavior.

However, regardless of the “grey” nature of what is ethical behavior, managers have a duty to try
to reduce ambiguity and ensure that staff are clear about what is and is not acceptable.
Organizations often draw up codes of ethics that new employees must read and agree to; standards
of conduct are explained to new staff, and in certain circumstances where there is potential for
difficult or conflict situations to arise, training in what constitutes an ethical approach to these
situations may be put in place.

Setting a clear example of ethical behavior helps to shape an ethical organizational culture.
Emphasizing its importance and encouraging staff to discuss any problems is a positive approach
toward building an appropriate working environment that will be equitable for staff and users.
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EXERCISE 17.2
Consider the issues raised in the following situations. What would you do? Why?

1. You work in a library that is disposing of its holdings of old LP records. While boxing them up to
go to the Friends of the Library for sale, you noticed an early Beatles record that you think may
have a value of around $50, but that you expect the Friends will sell for only a dollar or two. As a
Beatles fan yourself, you would like to take the record home to add to your collection (no one
would ever know) and you have no intention of selling it.

2. You work for the local chamber of commerce. Your funds have been cut severely this year and
you have been told to lay off two temporary staff and replace them with volunteers who (you are

told) will be easy to find. You have been told explicitly that services are not to be cut to fit the
reduced budget.

3. Your library spends $10,000 a year with one journal supplier and has done so for many years. In
talking with their representative, you happen to mention that a particular art magazine you read
at home (and which the library does not subscribe to) has become too expensive at $20 a month,
and that you are going to stop getting it. The representative offers to arrange a “free”
subscription for you—a favor for a friend, he calls it.

4. You are the supervisor of a small team in a large office. You have been going out with a more
junior staff member, Linda, who works for another supervisor in the same office. No one else
knows of the relationship and you want to keep it that way. An opportunity arises for someone to
work for a short period on your team. Linda’s supervisor suggests she would be the right person
for the position and deserves the opportunity. This would make you her direct supervisor.
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GOAL-SETTING EXERCISE
(Based on an exercise developed by Kolb, Rubin, and Mcintyre)

This is an individual exercise that should take around 9o minutes. Be prepared to discuss aspects of
your goal-setting program with the group.

Personal Achievement Work Plan

Step 1

List briefly as many goals as you can think of that you wish to achieve within the next two years.
(Spend 10 minutes on this.)
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Step 2
Select three of the most important goals from your list (career or personal), describe them in more
detail, and rank them in order of importance. Note whether each goal will be difficult, moderately

difficult, or easy to achieve. Also, alongside each goal note briefly how you will feel once the goal is
achieved and what effect it will have on your life. (20 minutes)

1.
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Step 3

Set up a matrix with goals 1, 2, and 3 across the top and down the sides. The aim is to establish
whether working toward the attainment of one will make it more difficult to achieve another. Thus if
one goal conflicts with another, write “X” in the appropriate square of the matrix; if it has no effect,
write “0”; if it is a positive help, write “+” in the square. (10 minutes)

Example
Goal 1 Goal 2 Goal 3
(Overseas trip) (New kitchen) (Have a baby)
Goal 1
(Overseas trip) X X
Goal 2
(New kitchen) X 0
Goal 3
(Have a baby) X 0

As you can see, going overseas and building a new kitchen conflict, as each will take a lot of money.
Having a baby will make it more difficult to go overseas but probably won’t have much impact on
getting a new kitchen.

Your Matrix

Goal 1 Goal 2 Goal 3

Goal 1

Goal 2

Goal 3
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Step 4
From the three goals, select one that you wish to start working on now and that will not be in conflict
with another goal you may wish to pursue in the short term.

Your Goal:

For this goal it is important to have a clear understanding of what you are hoping to achieve.
Therefore, undertake the following (20 minutes):

State as explicitly as possible exactly how much of the goal you want to achieve in the next six
months.

Spell out clearly how important it is to you that you achieve this much of the goal.

Expand on how you will feel in six months when this much of the goal is achieved.
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Write down how you will feel if you do not achieve it.

What do you think are your chances of succeeding and what will have changed if you do succeed?

What will happen if you fail?
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Step 5
List the obstacles that can keep you from reaching your goals. Include personal shortcomings as well

as things outside your control. Beside each obstacle note anything you can do to overcome it. (20
minutes)
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Step 6
List who can help you achieve your goal, what they can do, and what you will ask specifically of them.
(10 minutes)
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Step 7

List the specific tasks you are going to undertake over the next six months toward achieving your goal.
Beside each task note the date by which it will be completed. Make sure these are “bite-size” tasks
with a timeframe no longer than two weeks for completion. (20 minutes)
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Step 8

Give a copy of the task list to someone important in your life. Ask them to follow up on the deadlines
and seek regular feedback from you on progress toward your goal. Impress upon them the importance
of their role in ensuring your success.

Achieving most goals can be surprisingly easy and extremely satisfying. It is a matter of being clear
what the goal is; how you will achieve it; breaking it into small, manageable tasks; setting sensible,
realistic deadlines; and being disciplined about meeting them.
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ANSWERS

All the suggested answers are, by the nature of the questions and the subject itself, only
possibilities and guides, not necessarily #be right answer. Try to use these answers as a guide to
stimulate your own thoughts if you are stuck on an exercise.

Answers are not included for case studies and for exercises where each response is likely to be
different—e.g., personal response, individual library structure.

EXERCISE 1.1
Liz needs to think about

Planning Clarifying the availability of staff for particular times and duties
The actual timetable/schedule
Staff recruitment if necessary
Changes in work practices and procedures that may be necessary
Budget implications and how to manage them long-term

Organizing Whether money is available to meet the costs
Whether enough suitable staff are available
Whether appropriate systems are in place

Leading Setting an example by working some evenings on the desk
Being available to meet and discuss staff concerns
Explaining the reasons for the change
Enthusiastically implementing the change, “selling” it to staff

Controlling Putting review processes in place to see how it is working out
Monitoring budget expenditure
Encouraging staff and user feedback

EXERCISE 1.2
Liz will probably need to concentrate on

Human skills Exercising skills to meet staff concerns about the change
Keeping the balance between temps and permanents
Ensuring that staff members are not stressed and have the requisite
skills

Technical skills Budgeting skills
Scheduling skills
Understanding how circulation, reference duties, etc. can be balanced

Conceptual skills Considering how long-term planning may impact on the system
Considering how long-term changes in the area may affect demand

171
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EXERCISE 1.3
University librarian

Middle management

Front-line supervisors

EXERCISE 2.1

Long-term growth

Budgeting over the next five years, including fundraising and related issues
Access and accommodation

Relations with the rest of the university

Technological change

Coping with increased demand and less stable staffing

Developing smarter ways of doing things —getting more out of staff
Need for ongoing staff training and development

Fewer permanents, more temps

Concerns over job security; maintaining morale
Increasingly demanding user base

Expanding resources available, e.g., the Web
Doing more with less

Some issues facing a public library, for instance, may include

Government policies

Social values

Demographics and

geography

Tradition

The market

Changes in technology

Competitors

Suppliers

Fee-for-service principles being forced on organizations

Reduced funding base for government, reduced funding for library
Closure of other related government services

Introduction of a sales tax on books, journals, etc.

Need to update the collection more often
Demand for videos, CDs, computer software
Vocal and demanding pressure groups

Aging local population
Closure of local school library
Changing ethnic makeup

Employing a children’s librarian —can it still be justified?
Subscribing to certain daily newspapers
Journals can only be read in the library

A youth center opens across the street
A link is developed with local preschools
Library offers an information service to local businesses

Introduction of an automated library system
Clients expect more PCs and Net access
Newspapers and other resources available online

Local video shop

New discount bookstore opens

Expansion of local school library

Commercial Internet access providers, Internet cafes etc.

Serial suppliers increase charges significantly
Building maintenance contract outsourced and help no longer as available
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EXERCISE 2.2
The Digital Library Federation may have to consider (strategies taken from the DLF website):

Opportunities Increased access to collections possible via the Web
Increased interest in digital self-publication within academe
Widespread adoption of Z39.50 standards
Success of the JSTOR journal preservation project
Availability of foundation grant money

Threats Low awareness of the need for digital preservation
Rapidly changing technologies
Diversity of local practices and standards for digitization

Strategies Design and develop local digitization projects to produce digital surrogates for
analog information objects
Design and develop data-creation projects that produce “born digital”
information resources
Select existing third-party data resources for inclusion in a collection
Develop Internet gateways comprising locally maintained pages or databases
of Web links to third-party networked information

EXERCISE 3.1
Some of the things Stephanie has to consider:

Policies, etc. Opening hours of the center and staff scheduling
Relationship with city government
Staff involvement in planning for the future
Volunteer vs. permanent staff and the allocation of work, shifts, etc.

Structure Part of a bigger organization, e.g., city government
Hierarchy and organizational design—can permanent staff move into other
government departments?
Is there a division of tasks at the center?

Nature of service Providing basic handouts, advice, etc.
Monotony of some work
Possibility of unhappy clients
More complex work (e.g., promotion program) and involvement of volunteers
The status associated with the various types of work

Management style Authoritative vs. democratic
Differences in managing permanents and volunteers

Technology Link to governmental systems?
Access to information services such as the Internet
Who uses the technology, provides training, etc.

Budget What is the split of dollars between resources and staff?
Is there any attempt to cost out activities or earn income?

Other Amount of authority given to staff
Team membership (i.e., who works with whom)
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EXERCISE 3.2
Kerrie will need to work on

Tradition

Personal needs

Bureaucracy

Charismatic leaders

EXERCISE 5.2
Patrick may have to deal with

Inability to set goals

Resistance to change

Time constraints

Qualitative measures

Unforeseen changes

The tradition of teachers having access to new books will be hard to break.
Kerrie will need to do a lot of planning and preparation before making
any change here.

Teaching staff will argue that they have a need for the material. Kerrie will
have to try to counteract this by offering alternatives.

This should not be a major issue in this situation.

If a strong informal leader among the staff is against any change, it will be
more difficult for Kerrie to implement. She needs to work on these
people first to try to win them over.

If no goals currently exist, establishing new ones may be difficult as
employees may be unsure, except in very general terms, what is to be
achieved.

Lack of senior management support.

Not wishing to write down the goals —employees understand what they
want, and that’s enough.

Fear that failure will be more obvious if the goals are written down.

The current system may be seen by workers as OK.

Concern over the training load that may be required.

Concern over when/how to implement the change and the extra work it
will involve.

In a busy office, the time taken to plan and implement this change,
together with the cost, may make it appear impractical.

The new system will deal primarily with numbers and accounts —how can
it help measure the quality of work?
What control measures can be introduced to help?

Will the new system cope with proposed changes?
What about staff turnover and training load?
Will the amount of work done now be the same in three years’ time?
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EXERCISE 6.1
The Library of Congress might adopt the following strategies (adapted from LC21: A Digital Strategy for the
Library of Congress):

Make resources Take an active role, including working with Congress, to rework intellectual
available/useful to Congress property restraints on copying and migration of digital resources.
Aggressively pursue clarification of the Library’s right to collect copies of
U.S.-based websites under the copyright deposit law.
Extend fundraising successes with the National Digital Library Program
and the Madison Council to give greater direct support for the Library’s
core strategy areas.

Make resources Create in each major unit of the Library an advisory council comprising
available/useful to American members from the library, user, and service provider communities,
people including the private sector.

Become more proactive in bringing together stakeholders as partners in
digital publishing and digital library research and development.

Actively encourage and participate in efforts to develop tools for
automatically creating metadata.

Sustain universal collection Explicitly define the sets of digital resources for which the Library will
for future assume long-term curatorial responsibilities.

Work with other institutions to define appropriate levels of responsibility
for preservation and access to digital resources for which the Library
does not assume long-term curatorial responsibility.

Set new standards for appropriate formats for digital materials acquired
through copyright deposit, purchase, exchange, and donation.

Preserve universal collection  Put a digital preservation plan in place and implement it as soon as
for future possible.
Join and, where possible, lead or facilitate national and international
research and development efforts in digital preservation.
Establish disk-based storage for online data and for an online disaster-
recovery facility using low-cost commodity disks.

EXERCISE 6.2
The mission statement might be along the lines of the following:

The Consort Serial Subscription Agency will provide a high-quality, flexible, and cost-effective serial
subscription service to library consortia and their member libraries. CSA will endeavor to provide serial
titles (both print and electronic) throughout the world and to provide service, price, and turnaround time
that will meet or exceed those of other agencies.

Strategies may include
e apromotional campaign at ALA and follow-up meetings with the directors of library consortia
* development of improved online ordering and billing systems aimed at cutting administrative
overheads
e building links with major overseas sources to improve delivery times and availability.
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EXERCISE 7.1
David would probably be worried about:

Involvement in the decision Were his concerns about stress taken seriously?
Job security
Job design and work flow

Technology

Training

Work flows

Performance

How the accounting system will work if someone decides to pay for further
consultation —how does he time them, who will invoice them, etc.?

Will he need changes to the computer software he currently uses in order
to keep track?

How to handle disgruntled or aggressive patrons who are used to the
previous service
How to handle people claiming to be retirees, etc., who cannot afford to

pay

How logically and sensitively to stop discussions after five minutes in
order to explain the new system
How to move from the free discussion to setting the “meter”

What happens if the information he gives out, at $50 an hour, is incorrect?
Is there legal liability?
What sort of performance measures are kept? —Is he expected to earn

money for the department?

EXERCISE 7.2

The steps involved in moving the library would include
advising staff and students of library closure
ensuring that the new building has shelving, computer outlets, phones, etc. that work
organizing boxes and movers

packing books and other materials in order
maintaining records of what is packed where
moving boxes across to new building

unpacking in correct order

installing equipment

advising staff and students when reopened.

O ON oW e

Your chart should look something like this:

Activity Week
1 2 3 4 5 6 7 8
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EXERCISE 8.1
Katrina will need to consider

Clear goals Get 3 students to research the three environmental organizations and 3 to
research oil industry, real estate development, and nuclear power industry
policies.

Events and activities Have teams present poster sessions on each of the above; stage a public

debate on environmental policy with students representing both the
environmental organizations’ and the industries’ perspectives.

Finance Little expense is required.

Promotion Get teachers involved; put materials in library; give handouts to students;
promote attendance at poster sessions and debate.

EXERCISE 8.2

Adrian will need to deal with, among other things:

determining what will the band charge —can we afford them?

meeting and greeting the band

looking after them when they’ve arrived —ensuring that catering, accommodation are suitable
whether to have a postconcert party

making sure enough power is available for speakers, instruments, etc.
security and audience control

ticketing and seating for guests

ensuring the band gets away OK

proper publicity

backup plan if the band has to cancel at the last minute.

EXERCISE 9.1
Victoria will need to consider

Legislation Minimum space requirements, adequate lighting, ergonomic workstations,
occupational safety and health

Discuss with team How do they feel about the conditions? Problems, solutions?
Equipment Is it adequate? Does she need an ergonomic specialist to evaluate the
equipment?

Conditions Discuss with union representatives
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EXERCISE 9.2
Jan will have to consider

Responsibility What is the department’s freedom of information policy?
Who may agree to the request, authorize it to proceed, or deny it?
Who undertakes the work?
Who deals with requester?

Record keeping Maintaining records of requests, authorizations for release, work involved, etc.

Nature of request Categorizing requests for future analysis
Sensitive material

Reporting Providing details for annual reports
Responding to congressional inquiries

Charging Who decides?
Who administers if there is a charge?

EXERCISE 10.1

Criteria Keiko might use include:

Do applicants have at least one year’s experience working in a library?

Do they have experience in more than one area of a library?

Do they have library technician qualifications?

Is their written application neat, concise, and responsive to the selection criteria?
Do they have recent references?

Do they have additional special skills that may be useful, e.g., a second language?
Do they live locally?

EXERCISE 10.2
The headings used and reasons for inclusion might include

Attendance and punctuality
An important part of any job; all employers concerned

Ability to work in a team

Virtually all work will involve a team at some stage. It is important that everyone can work
cooperatively.

Relations with management/supervision
Having an appropriate way of dealing with management, responding to supervision

Accuracy and quality of work
Highly important in any job

General attitude
Need to show initiative and enthusiasm, and generally to be pleasant to work with

Verbal and written communication skills
Necessary in any workplace

Computer aptitude
Also relates to how quickly they can pick up a new task. Again, important in virtually all jobs.
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EXERCISE 11.1

Marion might consider these strategies:

Clear purpose

Clear roles and assignments

External relations

Consensus decisions

Shared leadership

Listening

EXERCISE 11.2

With the team, write down the major goals and timeframes.
Get the team to go through the goals and be sure everyone fully
understands and is committed to them.

With the team, break the work into manageable pieces and assign
responsibilities.

Ensure everyone is clear on each other’s roles and objectives.

Do the tasks and role assignments match individual strengths?

Identify existing useful contacts of team members.
Ask each team member to identify a new contact within their own
organization, and one externally, who will be useful.

For all major decisions have full team participation.
Ensure that objections and concerns are discussed in detail.
Avoid tight deadlines as far as possible, to allow for adequate discussion.

Build a sense of team responsibility for decisions.
As team leader, take a low profile unless the team is having problems.

Practice active listening, making sure all concerns are properly dealt with.
Try to pick up unvoiced concerns by watching body language, attitudes,
comments, etc.

Margo may try to take these steps:

Information

Initiating

Clarifying

Harmonizing

Encouraging

Coordinating and controlling

Engage in a brainstorming session to identify future growth.
Encourage team to discuss work levels, compare with previous years.

Have a team discussion regarding training and development needs.
Investigate opportunities to broaden, modify the work flows.

Make sure team is clear on goals.
Work with team to set standards.

Study the interpersonal dynamics in the team.
Is counseling necessary?
Would opportunities for staff rotation help?

Build a highly positive climate by being very supportive.
Genuinely seek new ideas.
Consider how appropriate behavior may be rewarded.

In consultation with staff, set agreed targets for relatively short periods.
Appoint team leaders responsible for achieving targets.
Get team to assess resource requirements necessary to meet targets.
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EXERCISE 12.1
The costs involved would include

Fixed Purchase of the van and its depreciation over a number of years
Additional book stock
Circulation system in the van
Equipment such as photocopier or computers installed in the van
Staffing (usually fixed but could be variable if patronage increased
sufficiently to require another staff member)

Variable Diesel and related running costs
Maintenance
Cost of consumables

Long-term Replacing van
Demand for extension of service
Impact on existing branches

EXERCISE 12.2
The costs to consider include

Research Employment of a research assistant or use of existing staff
Accessing resources such as CD-ROMs, the Internet, related materials
Visits to various libraries, agencies
Expert to check text
Copyright clearance on graphics

Production Graphics
Layout, word processing, editing, photocopying, photography, etc.
Binding and collating

Marketing Advertising and promotion
Postage, packaging, transport, etc.

Charging?
Distribution on request to individuals, organizations other than schools?

EXERCISE 13.1
The groups will probably have the following needs:

Administration Inquiries about anniversaries, current and past issues, materials for PR

campaigns, material on prominent alumni, etc.
(Should be given high priority—they fund the archives!)

Faculty May want material on the development of courses, previous staff
members, history of their departments, etc.

Grad students Material on courses, university history, notable staff/students

Undergrads Research projects for history classes, majors

Local media Anniversaries, etc.—a university is an important local institution
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National media Anniversaries, deaths, controversies, grants, research background
The public Questions about their student days, photographs of individuals, sports
teams, etc.

EXERCISE 13.2
Ali will be concerned with

Customers Broadly, commercial (TV, radio, press) and individual (the public)
Also serious researchers, related institutions, politicians, etc. —how will
each group be treated?

Priorities How are priorities set? Does paying for service affect priorities? What if
you don’t live in the city? Is a TV station with a deadline more important
than an individual on vacation with only a few hours in the city?

Service levels How much time is spent on one inquiry? Does it matter whether you pay?
Does it matter whether you are local or out of town? Does it matter
whether the subject is easy to deal with or more demanding?

Cost/benefit What does the museum gain from its research center?
Can it afford to run it free? Should people pay?

Staffing Should staff specialize in areas or be generalists?
Do they all work at the desk or do some deal with written inquiries only?

EXERCISE 14.1
José might use the following variables:

Staff level He could target senior management, middle management, all new
employees, etc.

Areas of specialization Legal, marketing, research, human resources, etc.
Location All staff in the main office, those in the warehouse, those in the field, etc.
Staff groups Those doing further study, those involved on a specific project, etc.

EXERCISE 14.2

Maria might promote her activity by

e visiting local preschools and talking with staff

e leaving flyers at local preschools for parents to pick up when collecting children

* placing posters in preschools, shopping centers, etc.

* making sure promotion inside the library is clear and visible

e providing sessions at different times on various days in different branches

e contacting local shop owners, service organizations, businesses, etc., to try to get sponsorship in order
to enable bigger, bolder events to be held

e usingfancy dress or rented costumes to promote particular themes.
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EXERCISE 15.2

Carmel and her staff may be concerned with the following questions:

Location, transportation

Formal/informal relations

Facilities

Working conditions

Access to resources

Self-image, status

EXERCISE 16.1

Will the new site be near public transportation?
Will it have adequate parking—free or charged?
Is it generally easy for staff to reach?

Is it near stores, banks, restaurants, etc.?

Is the neighborhood safe?

How will staff who have moved keep in contact with their colleagues?

What about meetings involving both groups?

Will the relocated staff be “out of sight, out of mind”?

If senior management is still in the old building, will it maintain an
appropriate level of contact?

Are facilities in the new building as good as before, e.g., toilets, break
room, cafeteria?

Is the office accommodation at an appropriate standard?

Will people still have offices, or as much space?

Are conditions in the new place as good?
Is it air conditioned, light, and pleasant to work in?

Will the computer system be networked to the new building?
How about mail delivery?
Access to the library, etc., if they are still in the old building?

Staff may be working in a boring office building instead of a historic,
heritage building—how will that affect them?

Will staff feel committed to the organization when away from its
headquarters?

Jean might propose the following changes:

Environment

Systems

Differences

Automatic opening doors

Improved lighting

Improved floor coverings

Better desks; physical arrangements to enable the public, particularly the
elderly, to be dealt with in a comfortable setting

Creation of one or two offices to deal with more private inquiries

Better signage outside and inside

Self-service facilities inside that may reduce face-to-face questions
Prominently displayed handouts on the most frequently asked questions
Computers at the desk to enable instant access to city records

Designing a way, perhaps via elevator or through another entrance, to
allow the elderly or disabled easy access to the building

Having a desk and seating area big enough to cope with large maps or

plans
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EXERCISE 16.2

As the manager you could

review the service contract on the building, with a view to more regular inspections

consider employing a security company to check the building outside working hours

obtain quotes and recommendations from builders to install a better drainage system

ensure that you or a member of staff inspect the building every day or two, particularly if heavy rain is

forecast

If emergency procedures are not already in place, have them developed and make sure that staff know what
to do at the first signs of trouble.

EXERCISE 17.2
While there are rarely clear-cut solutions in these situations, the following points should be considered:

1.

If you alert management about the value of the LP, how will they sell it? Is it ethical for you to offer $50
for it? Is it worth getting an independent valuation? If you asked management whether you could take a
couple of LPs home without telling them the value and they agreed, would it be OK?

Is this change fair to the paid employees or the volunteers? What could you say to management, union
representatives? Could alternatives be offered to the displaced employees?

There is a problem with your accepting this “free” subscription—can it be seen as a bribe? Might it make
you obligated to the representative? Might you suggest that the library get the benefit of the
representative’s generosity? —i.e., that the magazine should come to the library, rather than to you
personally?

Your becoming Linda’s supervisor could be seen as favoritism, even though you did not recommend the
move. Both you and Linda may find it awkward. Instead you might invite everyone on the staff to apply,
and select the best qualified from among them.






GLOSSARY

This glossary contains the main terms used in the book. For a comprehensive glossary, see
Mortimer, Mary, LibrarySpeak: a glossary of terms in librarianship and information management.

access to information See freedom of information

accountability Taking responsibility for an action

accounting period The timeframe for reporting on financial transactions. Generally, this is a period
of one year (e.g., July through June), but it may vary

active listening Concentrating on what the other person is saying in order to understand fully
what they mean, avoiding your own interpretation

antidiscrimination Promoting a climate where all staff are treated fairly regardless of particular
characteristics such as gender, ethnicity, sexual preference, etc.

assessment Evaluating the progress of an individual or a work program against a set of criteria
ATl See freedom of information

auditability Having systems, particularly financial ones, that enable another person to follow
exactly what was done in the past

budget A financial plan based upon the estimated expenditure related to a project, process, etc.

budget cycle Similar to the accounting period, it is the timeframe in which money allocated
should be spent—e.g., money allocated for salaries in 2003 must be spent during that year

budget-neutral Covering the cost of a program, etc. through the revenue it raises
CAD software See computer-aided design software

change advocate A key staff member who is won over to the new procedure and subsequently
advocates its implementation on a wider scale

change agent A person who is a key figure in promoting and implementing the change process

code of ethics A written code outlining an organization’s ethical principles and rules of staff
conduct

commitment An undertaking or promise given to perform a particular task or duty

computer-aided design software CAD software. Software which is particularly useful for drawing
up plans, etc.

conceptual skills Skills dealing with broad philosophical issues that shape an organization’s
direction in the longer term

consensus Acceptance of a decision by all parties
constraint A difficulty or limitation that affects the manner in which a task can be done
copyright The intellectual property that resides in any published or unpublished work

critical path analysis A method for determining the most time-consuming stages of a project. See
also PERT network

cross-training Broadening the range of skills of individuals through training and development
activities

curriculum vitae CV. An outline of an individual’s education and employment history, usually
attached to job applications

customer satisfaction pyramid The levels of service from basic to excellent that customers receive.
Organizations aim to move their service level to the top of the pyramid

customer service policy Usually a written policy detailing how customers will be treated and their
questions dealt with
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CV See curriculum vitae

cycle of appropriation Essentially the budget cycle—when money is received and the date by which
it has to be expended

disaster management plan A written document providing a series of steps to take in the event of an
emergency

discretionary funding That part of the budget that lower-level management control directly

duty of care A legal term denoting the responsibility that an individual has in maintaining a safe
environment for staff and users

EEO See equal employment opportunity

encumbrance An order placed but not yet paid for

equal employment opportunity EEO. State and federal legislation aimed at eliminating
discrimination in the workplace based on sex, marital status, race, etc.

ethos The philosophy or general approach that is an integral part of an organization and its
character

evaluation Assessing an individual or a program against an agreed set of criteria
external environment The “world” outside the control of an organization

feasibility A test commonly undertaken to assess whether or not a course of action is likely to
succeed as expected

feedback Response from staff or users to an action. In virtually all situations, feedback is an
important element and should be encouraged

fee for service A philosophy arguing that users should pay the direct cost of the service they wish
to use

fixed cost A cost associated with running a program that cannot easily be changed in the short
term

FOI See freedom of information

formal internal environment The environment within an organization that is promoted by
management through procedures, philosophy, etc.

freedom of information A citizen’s right to access information held by their government

front-line manager A lower-level manager or supervisor who does not oversee the work of other
managers

functional design Organizational design that groups work by function, i.e., what is actually being
done

Gantt chart A bar chart showing when each task of a project should start and end
human resource management All aspects of personnel management within an organization
implementation Putting a new practice or procedure into operation

incremental budgeting Using a previous year’s figure as a base and adding or subtracting a
percentage from this figure in order to arrive at the new amount. See also program-based
budgeting, zero-based budgeting

input Making comments and suggestions and providing advice to any decision-making process

internal environment The environment inside an organization comprising the formal (prescribed
by management) and the informal (developed by staff and individuals)

job description A written description of what main tasks are expected in a job

management The process of planning, organizing, leading, and controlling in order to get things
done effectively with and through others

Margerison-McCann Team Management Index TMI. A commercially available analysis tool aimed at
assessing how an individual works with others

MBTI See Myers-Briggs Type Indicator
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mechanistic design A traditional organizational design based on clearly defined lines such as
function, product, geography, etc.

mentoring Sponsoring and supporting another, often lower-level, staff member

middle manager A person who directs the activities of other staff, including front-line managers

mission statement Also vision statement. A short statement outlining the purpose of an
organization

modeling Using a physical or computer model to simulate real-life situations for testing purposes

Myers-Briggs Type Indicator MBTI. A commercially available analysis tool aimed at identifying
individual differences in approaching decision-making

nondiscretionary funding Money over which lower-level management have no immediate control

occupational safety and health OSH. Alo occupational health and safety, OHS. Legal requirements
for ensuring a safe workplace

OHS See occupational safety and health

operational planning Planning concerned primarily with short-term activities that relate to overall
objectives

organic design An organizational structure that is flexible according to the work or project being
undertaken at a particular time

organizational culture The same as the internal environment, comprising both formal and informal
cultures

orientation program A formal program used to inform and assist new employees in the workplace
OSH See occupational safety and health

output A measurable quantity of product or service achieved from given inputs

performance appraisal The process of evaluating staff work performance against previously agreed
goals

performance measure A means of assessing performance that may be qualitative or quantitative

PERT network Program Evaluation and Review Technique. A network chart that shows the steps
needed to complete a task, the sequence in which they must be undertaken, and the time they will
take to complete

pilot study A small-scale test to study the effectiveness of a planned project

privacy The natural right to keep information about one’s life private and not readily available to
anyone

probationary period Usually three or six months, it is a testing period in which management can
decide whether new staff are acceptable as permanent staff members

product design The manner in which all aspects of a product are shaped in order to meet its goals

program-based budgeting An approach to financial budgeting based upon the cost of achieving a
particular objective. See also incremental budgeting, zero-based budgeting

Program Evaluation and Review Technique See PERT network
project group See task force

qualitative measure A measure that is to some degree subjective and based upon an individual’s
perception of quality or correctness—e.g., whether a reference question is thought to have been
answered well may depend to some degree on the knowledge of the client

quantitative measure An assessment measure based on numbers—e.g., the number of books
circulated in a day

resources All the material things necessary to achieve a goal—i.e., people, money, and things
simulation Similar to modeling, simulation uses a model to test real-world activities on a smaller

scale

span of control The number of staff for which a manager is responsible
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strategic objective A major, long-term objective important to the survival of the organization
strategic planning Planning dealing with long-term, strategic objectives and how to achieve them
structure The way an organization is broken down into sections or divisions

supervisor A front-line manager dealing with the day-to-day running of an area

SWOT Strengths, weaknesses, opportunities, threats. A way of assessing the internal and external
environments of an organization

task force Also project group. Staff from various areas gathered together to work on a specific
project or task

team A work group comprising several individuals working toward the same goals

team building A method of developing dynamic, achieving teams. Useful when a team seems to be
underperforming

timeframe The time period in which a task is to be started and completed

time management Techniques aimed at helping people use time more effectively

TMI See Margerison-McCann Team Management Index

top management Senior management concerned primarily with the long-term strategy of an
organization

unreasonable request A request that appears, given the resources and priorities of an area, to be
impossible to complete in the time allowed

variable cost A cost associated with an activity that changes directly according to the amount of
that activity undertaken

vision statement See mission statement

zero-based budgeting A financial budgeting system which assumes that all activities start from
scratch at the beginning of each period and have to be costed out as such. See also incremental
budgeting, program-based budgeting
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Access to Information Act, 84-85
assessment, see evaluation
ATT, see Access to Information Act
budgeting, 116
change, 135-143
client service, 21-127
confidentiality, 84
copyright, 80-81
counseling, 101
critical path analysis, see PERT network
customer satisfaction pyramid, 121-122
customer service policy, 121-127
disaster prevention, 150
discretionary funding, 114
equal employment opportunity, 83
ethics, 158
evaluation, 94, 98-100
event planning, 71-77
expectations

management, 8

staff, 9
external environment, 17-25
financial management, 113-120
fixed costs, 114
FOI, see Freedom of Information Act
Freedom of Information Act, 84-85
front-line managers, 12
functional design, 36
Gantt chart, 67
government policies, 79-89
human resource management, 91-103
human rights, 83
intellectual property, 80-81
internal environment

formal, 27-29

informal, 30-31
learning organization, 41-42
legislation, 79-89
management

functions, 7

levels, 12-13

skills, 10-11
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marketing, 129-134
matrix structures, 38, 41
mechanistic designs, 35-38
middle managers, 12
mission statement, 45, 55-56
modeling, 68
negotiation, 135-137
nondiscretionary funding, 114
occupational safety and health, 79-80
operational planning, 63-70
organic design, 35-39
organizational structure, 35-44
orientation, 95-97
OSH, see occupational safety and health
Patriot Act, 84
performance appraisal, 100
PERT network, 68
planning, 45-53
events, 71-77
operational, 63-70
strategic, 55-62
tools, 67-68
privacy, 84
product design, 36-37
Program Evaluation and Review Technique,
see PERT network
promotion, 132
recruitment, 91-94
security, 145-152
self-management, 153-169
senior managers, 12-13
service delivery, 124
span of control, 41
staff development, 100
strategic planning, 55-62
stress management, 154
SWOT, 22-23, 32
team building, 105-112
time management, 155
variable costs, 114, 115
vision statement, see mission statement
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