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ABSTRACT

A network director is an individual who: is visionary
vet practical; possesses understanding of the human animal; has good
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institution; is knowledgeable in regard to the various types of
participating institutions; recognizes the network must be built
strength on strength; is a skillful change agent; comprehends the
need for research and development before implementation; recognizes
the role of management improvement; recognizes the need for
retraining; has the ability to generate fiscal support; utilizes
various disciplines; understands the place of law; and is
knowledgeable and effective politically. Fach characteristic is
examined in detail. The task of managing library networks involving a
variety of types of institutions is an uncharted area. From what we
know now the task is so complex no one individual will have the
necessary skills to properly discharge the responsibility; therefore,
networks will bring about new organization structure and methods of
management. The amount and kind of authority will develop somewhat
gradually as the concept takes form and levels of development are put
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INTRODUCTION

A comprehensive but fruitless literature search was undertaken to learn
what concepts had been advanced on the topic ""Responsibility and Authority of
a Network Director' as well as what experiences had been reported by

individuals having held such a position. The initial reaction was incredulity

endless flood of information, not one (well, hardly one) word on the management.
Apparently all this change is to occur through the efforts of disembodied
beings.

The thohght came to me that as far as the management aspects were
interesting but what they conceal is vital.

One problem became evident. '"Network" is a term that means everything,
anything or nothing. Total confusion exists, such confusion no doubt having
some bearing on the lack of disgussian on managing the beast. It will there-
fore be necessary to define'what kind of a network the hypothetical director
(the subject of this paper) is supposed to manage.

More reading and thinking made a statement by Henriette Avram seem more
and more ap?liéébie; "Tﬁé“pafté, fﬁnctions and attributes of a library
network are so inéxtricably related that the examination of any element must
impinge’ on the othér ‘elements." WHile every effort has been made to avoid
impingement, thé objective proved impossible to achieve. It is impossible to
discuss‘the'rééﬁ&néibilitj and”authﬁti;y of a director without some
aveqlappiﬁg’intﬁ”éféﬁéfasgigﬁéd‘td"others. | |

A tentative prémise has become a conviction in the process of developing
1 ’ ' )

this paper - an informition network, within the definition postulated, cannot

be separated from an institution or from the participating institutions. To
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separate management of the metwork from the agencies forming the network will,
in this writer's opinion, doom its success. We are on the threshold of an
entirely changed method and structure for meeting the information needs of
society.

Peter Drucker takes the position that knowledge has become the central
economic resource in today's world., He also postulates that continuing
education is essential and that access to information throughout life is vital.

In discussing this, he says:

"Information is energy for mind work. This is indeed the first
era when energy for mind work has been available. Information
through the ages has been all but completely lacking. At best
itAhas been expensive, late, and quite unreliable. Most people
in responsible positions today, whether in government, in
hospitals, in research labs, or in business, spend most of their
time scratching to get a little incorrect and unreliable infor-
mation on what happened yesterday.

"The impact of cheap, reliable, fast, and universally available
information will easily be as great as was the impact of
electricity. Cértaiﬂlybycuﬁg people, a few years hence, will
now use the typewriter or the telephone. Yet the telephone
eighty years ago evoked somewhat the same panic the computer
h@wvdces. In ancther géneraticn, ic is safe to predict, people
wili Eave learned Ehat‘the cdmpqter is their taci and not their
master, and'thag it enables them to do the mind work they want

to do and are unable to do today for want of cheap, reliable,

3



and fast information."

To assume we can ''superimpose a network is to fail in developing the
informatfon resources Mr. Drucker envisions. Institutional change into net-

work components is what is required.

1. Drucker, Peter F. _ - _
\ The Age of Discontinuity. Harper & Row 1969
\‘ o - ‘ » . 7."" ) ) N
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DEFINITION

As used here, network means a Statewide system éncompassing on a formal
basis all types of information agencies meeting specified criteria, tied
together with a communication system having bi-directional capacity, incluéiﬂg
a look-up system and providing switching capabilities for Dptimum routes.

The network also provides the capability for communicating with information
networks at the regional and national levels.

Such a network will utilize all print and non-print information
resources, most probably will develop original information files, and make
possible an enlarged concept of information service.

If, (to quote one interested person) '"'thig network is to be just beefed

up interlibrary loan" we can never justify the costs,

o
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CHARACTERISTICS OF A NETWORK DIRECTOR

An individual who:

Is visionary yet praétical; possesses understanding of the human animal;
has good interpersonal relationships; is committed to the user not the
institution; is knowledgeable in regard to the various types of participating
institutions; recognizes the network must be built strength on strength; is a
skillful change agent; comprehends the need for research and dévelopmant
before implementation; recognizes the role of management improvement; recog-
nizes the need for retraining: has the ability to generate fiscal support;
utilizes various disciplines; understands the place of law; and is knowledge-
able and effective politically.

At the risk of being redundant, each characteristic will be examined

in greater detail as to why it is important,

Visionary yet Practical

What now seems improbable will one day be ordinary;

consequently in developing information networks the goal should

be based on potential, working back to where we are today. 1In
this manner s#eps toward ﬁﬁe imprabaﬁle future-will be realistic
in terms of achievement. The director ﬁust have an understanding
of the potential of camﬁuter and coimunications technalggy as well
aé present limitations. While there are many questions which must
Ee answered befére the future is the present, progress has been

made on solutions to these tough technical and professional tasks.

An_Understanding of Humans
Such an understanding is hegded~ﬁyréverygne, of course, but

to comprehend insofar as is possible how humans behave and react

v



is a quality so valuable and desirable it is in a special category.
Apparently individuals endowed with this capacity have sensory
antennae which convey important signals alerting him to such things
as: the person isn't saying what he thinks; he is not hearing what
is said; policies will be "interpreted" to suit the individual's
persocnal ccévictions on the subject; warning of pcténtial person-
ality clashes; etc.

Many theories of management completely ignore how people
really work (which explains their failure). It is essential that
the person in charge of a highly complex operation be able to
assess management theories in order to accept elements that will be
successful and reject those that will not. Special recognition
must be given to acknowledging that one method does not work equally
well with everyone. This capacity cannot be acquired by people
without it, but can be improved and developed by the person endowed
with it,

One speaker who, as an expert on management, was expounding
on the subject told about the astounding discavery he had finally
made after years of advecating sensitivity training, courses in how
to relate, é:c., that "you can't make an insensitive person into a
sensitive one!"

In the early days of aviation, especially good pilots talked
abéut Eiying "by the seat of their pants.'" Even in today's highly
technical instrument flying,-a pilot having this '"feel" for inter-
action among individuals and-réactiaﬁ of an individual can make -

the difference between success and failure.
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Concern for the User

We need to have a marketing approach that looks upon the
network from the viewpoint of its ultimate purpose and justification,
that is, from the point of view of the users. What do we really know
about users (and potential users), their expectations, values and
behavior, especially how do people seek information now. What
studies there are challenge our current approach to meeting 'needs"
does not exist. However, there is such a thing as innovative
ma:ketiqgi New technology needs new markets which were not even

conceivable until the new technology created new demands. The

possible to operating information networks.

Knewledge of the various types of Participating Agencies

Librarians of each institutional type are convinced their
problems are special and that only a member of '"their'" community can
understand and help solve. Actually, the problems vary more in
scope than in kind. However, there are some deeply rooted philoso-
phies of how the various cummunities of users should be served that
differ sharply and must be understood. Not all librarians in each
category subscribe to the philcsophy of :he ma jority of the1r!
colleagues;, a point alsc very lmpcrtanfﬂto understand. To success-
fully br1ng these traditianally separat institﬁtidns inéo an

organlzatlon wh;ch ach1eves more than lnterllbrary Ioan, a working

knowledge cf the present 51tuat10n w1thin each institutlonal typé

'isrﬂeededi
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Strength on Strength

Not all components of a network will have equal strength, but
all participants should be able to be a contributor as well as a
user (institutional). Criteria for participation is essential. Not
even the largest institution can acquire "everything" yet there
should be a basic structure of strength of resources before turning
to others, regardless of the type of library. How thig basic structure
is organized may vary from area to area, state to state, region to

region, and even conceivably nation to nation.

Change Agent

No institution and no individual staff member within the
institution participating in the development, implementation and
operation of a network will ever be the same again - if the network
is to become a successful realiéyg Not everyone likes change. No
one likes all changes, but in developing such a concept a zest for 4
change is essential, but should be modified by a clear recognition
that not all change is necessarily desirable or essential. To be
able to enlist people in an enthusiastic drive to discover desirable

* - 3

" and effective changes is a quality much needed in a network director. |

Rgseargh and ngeloment , : %

kill in utiliz;ng bus;ness ‘and. industry methods and teehniques
-ta méa ufe 1nfcrmat1cn values is a musE. Ihe inab111ty Df those of
”'¥us-1ﬁ infarﬁéﬁlon éerviéésutg édééuatély”utillze rasearch as ‘a means
“;fﬁf plaﬁningvdevelﬁpmenﬁ/ﬁay well be oﬁe’réasﬂn Eor the slcwnesé of

‘jdevelopment as: well as fallure Qf scme programs.

Vfate af Eewhncloglcal change is said tg be determlﬁed by. o S




1. Amount of resources invested in research;

2. Number of persons understanding the problem and
having sufficient knawiedgé to tackle ict;

3. The amount of effort put in tc make improvements
that lean heavily on practical experience. (This
is usually done by a succession of minor improve-
ments) ;

4. Market structure;

5. Legal strictions;

6. Attitudes toward change;

7. Timing;

8. Willingness to take risks.

We need to be able tc measure the effectiveness of information ;
as well as the efficiency of the information services. It is
acknowledged that it is difficult to measure the value of information,

but is it possible?

The problem was once put very succinctly by Dr. Robert D. Leigh,
"It is easy to arouse the public to the financial and social costs of
an epidemic of smallpox, but how do we arouse them to the terrible

costs of an: epidemic of ignorance?™

Management Improvement

Anqugawérkinggtaw&r¢ran:gpérating«infarmaticn network as
here1n deflned‘must understand that before flnal programmlng and

impPementatign &‘searchlng system analys1s of all phases af present
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the requests only handles them once a week? As of today, significant
improvements can be made by improving our internal o?erati@ns as well
as our attitudes. 1In the process of working with this aspect, the
enthusiasm for and understanding of the need of further change can be
developed in the personnel within the participating institutions.

i The potential for generating management information not now

available is almost limitless, consequently careful analysis must be

‘ made as to the kinds of continuing data which may be utilized by all

i participants to plan for improved service. Clearly an opportunity

E for more precise cslle;tion management is basic in network operation.
To capitalize upon the opportunity will require changes in attituées

and goals.

Retzainiﬁg

Hand in hand with "retooling' of operations goes retraining .

7 oeer T

of personnel. 1Its importance cannot be over-emphasized. Leader-.
ship in generating recognition of the need and desire to participate
in programs of continuing education, along wich implementation of
effective programs, is definitely within the scope of the management

area of networking.

Skill in Genefaqing,Fisgal Support

This hardly needs elaboration.

isciplines

"r—'-
i

U 1izaticﬁ'gf Various T
WE cauld say that thls isklike ﬁuﬁding;,SQ obvious it needs
'no elabaratlon buz as yet we as a pf053551on have shcwn no great

incllnatlen ca br1ng i to 0ur an'aing plannlng, developmeﬁt and

‘aperatlon the non lﬂf -matlon:science Qflentéd expert1se. =Hg'
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contract for technical help but have been slow to add such skilis

1

on our own staffs where the specific knowledge of day tc day oper-

ations and exchange between disciplines, all with an understanding

of what the problem is, will bring solutions which can be success-
fully implemented and maintained. New and different demands upon
the executive mean new and different opportunities. All the skills
needed must be brought together to solve the problems and to build

a viable operation.

Legal

A clear understanding of the need for statutory authority
drafted in such a way as to provide the necessary legal base, yet
allow for flexibility in operation and development. Knowing how
to handle this aspect in relation to existing situations and in
regard to administrative and legal attitudes about how you interpret
laws can bz especially critical in helping to avoid future need for

changes in statutory language. ' -

Knowledgeable and Effective Politically

Perhaps politics needs ro be defined. There are many kinds of
politics although the basic elements in all remain the same whether
in business, family, organizaticns or government. In this instance

we are referring to the politics of government regardless of partisan-

ship. Actually,-knowledgévand gffec;ivéness are not the same, for a

v , o B ' ' « . _ v 1

person can have technical knowledge of the entire political process i
. : ; : , } :

and'be"tdtally inéfféctive,_xﬂéwéverj'to be'effe tive one must be

wknowledgeable. Be;ng able to wcrk w;th the pallcical preness in-

?;:Such a wa.'
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philosophically, for the program objectives, is essential to the
successful development of such a complex conception as the informa-

tion network.

FullText Provided by enic IS
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ANALYSIS OF RESPONSIBILITY

As we review these "characteristics'" it becomes clear that in performance

these become responsibilities. No one individual will ever be able to handle

all of these responsibilities equally well. Perhaps then, the most important
responsibilities of a network director are to assess personal weaknesses and
attract top flight personnel with strengths in the needed areas. Having
succeeded in this, the next responsibility would be to assign personnel where
they can operate most effectively for the benefit of the natwork and the
individual. Thus organized, provision will have been made for all aspects of §
known and potential responsibilities.

Possibly we need two organizations, the innovative and the managerial,
The innovative organization responsible for blue-skying, research and pilot
development. The Managerial organization responsible for the actual
operating network. 1If this approach appears to be the most productive, the
director has the responsibility to interweave the approaches so that as the
innovations are ready for testing the home institution is ready to become
the pilot project. At this peint we are impinging on stru:ture, which is
not the topic we were assigned.

When all is said and done, network needs will be met if they are

regarded as opportunities and not responsibilities.
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AUTHORITY

Apparently no one has wanted to face up to what authority would be
required to achieve massive institutional change in how information is pro-
duced, organized, stored and retrieved. Society cannot afford to duplicate
the present storehouses but there is nothing to prevent new organizations
arising to serve és producers, organizers, storers and retrievers of all i
future information, resulting in the present institutions becoming 'vestigial
remains' of previous eras.

In most discussions of effective organizations the statement is made
that "authority" is needed to get the job donme, yet rarely is the scope of
the authority needed defined. Inasmuch as we have addressed ourselves to a
network largely composed of public agencies it can be assumed that the
political decisions (choice between values) will not be easily achieved.
Sources of funding will also have much to do with the assignment of authority.

Perhaps we can only say that real authority will have to be given to
the administrator, no matter how, and some authority will have to be

relinquished on the part of the participating institutions. , §

In the introduction we stated that institutions will be changed. This

change will come about gradually and no doubt the placement of authority will

change gradually as experience and increased understanding of networking

indicate. ' ;

QIR ' Tox Provided by eric I8 AN
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CONCLUS IONS

The task of managing library networks involving a variety of types of
institutions is an uncharted area. From what we know now the task is so
complex no one individual will have the necessary skills to properly discharge
the responsibility; therefore, networks will bring about new organization
structure and methods of management. The amount and kind of authority will

develop somewhat gradually as the concept takes form and levels of develop-

ment are put into operation.
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ABSTRACT
The task of managing library networks involving a variety of types of %

institutions is an uncharted area. From what we know now tne task is so com-
plex no one individual will have the necessary skills to properly discharge
‘ the responsibility; therefore, networks will bring about new organization

structure and methods of management. The amount and kind of authority will

develop somewhat gradually as the concept takes form and levels of develop=

ment are put into operation.
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