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Creative Library Leadership for the 1990s:
Using Team Management to Ensure Two Way
Communication in an Academic Library

Introduction

Using creative approaches to problemsolving in an academic library

setting is an idea whose time has come. Newlydeveloped technologies are

helping to improve library work and services, and innovative solutions to

problems are a must because traditional models are no longer effective.

Creative managers can guide their staffs toward a path of innovative

problemsolving and prepare them for the risktaking implied in that. Such

managers must be able to assess traditional situations with a view to the

future and initiate appropriate changes. They must become change agents

within their library and role models for their staffs. They must be able to

seize opportunities at any given moment and develop them-in innovative ways

for the express purpose of providing users with the best and most effective

library service. Creative managers will approach situations positively and

will be successful in taking advantage of opportunities whenever they present

themselves.

/ the information age develops and change will be a constant, innovative

organizations featuring effective communication especially in academic

libraries will have to be developed for the 21st century. Managers will have

to be adept in creating flexible work environments to address constantly

developing new challenges.

To ensure that libraries develop into dynamic information centers where

knowledge can be actively explored, tested, enlarged and developed by the

academic community, innovative approaches to managing the library organization
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will be mandatory.

Need for New Organizational Structure

To address successfully the changes brought about by new technologies,

new organizational structures need to be developed in academic libraries.

Although libraries share several common characteristics with other types of

organizations, they are different in some ways. They are service agencies for

information not profitmaking organizations. They perform functions both of

supply and guidance, the latter without the benefit of a personal and

continuous client relationship. Currently libraries do not have clearcut

objectives because they have accumulated functions and methodologies which

make for rigid structure and resistance to change. At the same time

information needs and demands are becoming more urgent as well as expensive

marketable commodities. Libraries are subjected to pressures from faculties,

users and political groups and face tremendous challenges related to new

information formats, extraordinary high cost inflation and user demand for

more timely information delivery.

There are certain givens for the libraries of the 21st century.

Libraries will remain a major source of scholarly and scientific information

but provide information through new technologies. The latter will make them a

major part of the campus computer network and thus an integral part of a

complex information system. Such a system will need improved strategic

planning based on evaluation of cost and performance. Resource sharing will

become more important and complex. More and better studies will be needed to

assess quality of service, alternative publication in libraries and the

effect of use fees and pricing policies on library economics.

Library Leadership Challenge

Much of the management literature laments the fact that it is difficult
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to be an effective leader at this time. Employees tend to question the

authority of leaders more than ever. Today's leader must be able to inspire

confidence and trust in employees and traditional leadership is not well

suited for today's organization.

Library managers must deal with challenges related to leadership as well

as changing methodologies to provide scholars with necessary information.

They must find the appropriate place for the library within the "wired"

campus and within the planning process in higher education, particularly as

related to resource allocations. The latter involves decision-making related

to who pays for what. Today's library leader must be able to predict changes

produced by the introduction of new technologies; must develop methods to

measure the cost effectiveness of library performance; and must be able to

adapt the library into the institution's changing goals and objectives.

Similarly, present library leaders must build analytical and technical

skills within library staffs as they have to deal with expert systems derived

from artificial intelligence research. They must use performance measures and

accounting tools as a basis for program planning and fit the library into the

overall institutional environment. They must become astute politicians to

share effectively the ever-shrinking resources available for higher education.

They must become change agents for the faculty and students to help them

utilize new information technologies effectively within the curricula and to

continue the evaluation of information while fighting censorship and

promoting preservation of rapidly deteriorating materials.

Taking into consideration the many individual differences within a given

library staff, the various personal needs of each employee, the different

value systems of individuals and the concept of human dignity, library leaders
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will certainly be challenged. They must build an effective and capable work

force for newly automated library processes. They will need to consider

integration of library functions and employ library personnel with computer

and technical expertise.

The Team Approach to Library Management

Team Leadership accomplishes work through commitment in a climate of

trust and respect. Interdependency is achieved through a common stake in

organizational purpose.

Members of a mature management team know their own and others' tasks well

enough. so that nothing falls through the cracks; they know who should be

performing which functions.

Trust is so high that the group does not need to meet on every issue.

Because all members know, and are committed to, the same goals and know each

other's attitudes and positions on issues, any member can act in the

department's name when necessary, without seeking everybody's approval. Each

member is confident that no one, including the boss, acts without consultation

unless there was a good reason--such as prior general agreement, special

expertise, legitimate time pressures, or unavailability of affected parties;

and the person who does act would know that others would back any action.

Such a group is not very "groupy" or clinging and does not waste time

meeting on trivial issues or limiting those who had taken individual

initiative. A lot of individual work is assigned to be done outside meetings,

with reports and recommendations brought back to the team. Members who are

clearly more expert than others in certain areas are given great latitude to

make the decisions on those matters.

When issues affect several areas or affect the department as a whole,

however members seriously address the issues together, fight hard and openly
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fot their beliefs; insist that their concerns be addressed; yet also pay

attention to the needs of the department as a whole. Everyone is comfortable

wearing at least two hats, one for their area and one for the department.

Although skilled at persuasion and willing to fight hard over important

differences, members feel no obligation to oppose automatically initiatives

from other members or the manager. There is no competition for competition's

sake. Members would enthusiastically support the positions or ideas of

others with which they happened to agree; furthermore, when they are in

opposition to one another, the battles center on issues, not personalities.

Differences are considered legitimate expressions of a person's experiences

and job perspective, not indications of incompetence, stupidity, or political

maneuvering.

Despite members' willingness to fight when necessary, the climate is

pervasively supportive, encouraging members to ask one another for help,

acknowledge their mistakes, share resources (people, information, or

equipment), and generally further everybody's performance and learning.

The group pays attention to successful task achievement and to individual

member's learning; members are not restricted to areas where they have total

competence and hence can't acquire new expertise, nor are they so overloaded

with learning experiences that group performance seriously suffers. Cautious

members are pushed to venture into less secure areas, while overreaching

members are reminded that new oppo)tunities can't supplant ongoing

responsibilities.

Perhaps most important, the group has selfcorrecting mechanisms; when

things aren't going well, all members are ready to examine the group's

processes, discuss what is wrong, and take corrective action. Whatever the

problems--overly lengthy meetings; inappropriate agenda items; unclear

6
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responsibil4ties; lack of team effort; overly parochial participation; or even

poor leadership practices--the group takes time out to assess its way of

operating and to make mid-course corrections. Individual members, as well as

the manager, feel free to raise questions of team performance, but the group

is not so overly self-analyzing that it neglects its main tasks. High task

performance remains a central concern.

To build an effective team the manager must have the skills and intention

to develop a team approach and allocate time to appropriate team building

activities. Management becomes somewhat of a shared function by allowing

other members to exercise leadership when appropriate and they have the skills

needed by the team. Members of the team must be qualified and capable of

contributing to a variety of needs to create the needed balance. Team members

should feel a sense of commitment to the aims and purposes of the team. They

must be willing to devote personal energy to building the team and supporting

other team members. The team must develop a climate in which individuals can

relax, be open and direct and are prepared to take risks. Objectives of the

team must be clearly understood by all and must be felt to be worthwhile. The

team's energy is devoted to achieve results and team members' performance is

reviewed frequently so improvements can be made. The team contributes to

library planning and plays a productive role in the organization. Effective

problem solving has to be developed by the entire team.

Roles of the team and its members are clearly defined. Communication

patterns are well developed and administrative procedures support a team

approach. Mistakes and weaknesses are studied without personal attack so that

the group can learn together from these experiences.

The team needs well developed members who can make strong individual

contributions.

7
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Creativity of the team is at its peak through interaction from new ideas

and innovative risk taking which is rewarded. Good ideas are translated into

action.

Relationships with other teams are systematically developed to provide

open communications and to allow for mote productive results. Regular contact

and review of joint priorities occurs on a regular basis. Individuals are

encouraged to work with members of other teams.

Several cautions need to be considered when implementing the team

management concept which have to do with the various stages through which any

team progresses. The first phase is an orientation period and is marked by

much excitement. The second stage is marked by dissatisfaction of team

members. Things don't work too well because individuals are not yet ready to

cooperate as fully as they must for effective team work.

The third phase is one in which solutions to problems are found

cooperatively and the team becomes more cohesive. The last stage is the

actual production period when the team begins to perform in a cooperative

manner. Time and patience is needed on the part of the manager to get through

these four stages.

Furthermore, it is important that the manager chooses team members

wisely. Any team should include individuals with various skills in the area

of organization, production, creativity and problem solving.

Communication

Successful communication skills are critical prerequisites for managers

since organization activities are unified through the communication process.

If communication is poor the entire organization suffers and the manager is in

trouble. Communication occurs orally, in written format and non - verbally, and

also includes listening skills.

8
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Oral communication can be on an individual basis or in groups. It is

important that the manager ensures that people heard and understood the

manager, by having someone else summarize it.

Written communication is the formal way of stating something such as

memos, leters, reports, policies, procedures. It takes training and skill to

write clear and unambiguous communication. Non-verbal communication involves

body language and is often difficult to control. Non-verbal behavior can

easily contradict a verbal communication.

There is also informal communication within any organization known as the

grapevine. This can be utilized effectively by a skilled manager.

Organization communication can influence employees' motivation a great

deal if one considers information's power. Individuals often measure their

status in the organization by the k'nd of information they receive.

Effective communication occurs in a non-threatening atmosphere, is honest

and direct and includes an element of trust. It is planned and prepared well;

it utilizes direct feedback and involves good linking skills.

A skillful manager will be able to effectively use the formal, informal

and any external communication system by understanding each one and being able

to determine which system to use in what situation.

A New Urban University Library Model

At Cleveland State University we have begun to approach problem-solving

creatively. A new organizational structure of the library was implemented in

August, 1987. It features a blending oR services and a softening of area

demarcations to accommodate the automation of all services. The new structure

features collection management, information services, document delivery

services, bibliographic services and administrative services, with staff

responsibility crossovers. Managers function in a participatory environment
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which utilizes teams and other action groups to address problems and issues in

creative ways.

Within administrative services a new Office of Library Studies and

Research was established with an ambitious agenda. This office provides grant

support for the library; bibliographic research support for Scant related and

special faculty projects; research help for the campus development office;

statistical development for the library, evaluation studies of library

services arid-collections, and so on. It is staffed by the most experienced

senior library faculty member.

New relationships and services are being developed with the urban

community to help the campus with recruitment and retention of minorities.

Library internships for inner city high school students and an innovative

reference assistant program are but the beginnings of that endeavor. The

library is playing a more active role in supporting campus concerns regarding

minority student recruitment and retention.

We are taking some risks as we are embarking upon new endeavors. A

contract with General Electric was signed to provide library services for

their research facility. Although this is an exciting venture for both

parties involved, there are many unknowns and adjustments will need to be made

during the second year.

Recently the Friends of the Library group has been resurrected and is

aggressively pursuing a major publicity and marketing program for the library

to inform the campus and urban community about library services. Programs on

the horizon feature special collections and special talents both with the

faculty and the community and promise exciting years ahead. This group is

also helping to position the library within the developmental affairs of the

university which are just beginning to take off; a usual situation in a fairly

10
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new institution.

Overall, it seems that our agenda for innovative services and projects is

growing at an accelerated pace. New opportunities are presenting themselves

faster than we are able to deal with them. Once an organization decides to

"go creative" and people understand what that means, there are virtually no

limits for growth and success.

Development of the New Organization

The new organization has already progressed through various steps of

development in its first eight months. These stages parallel closely the

development of team management.

.Phase one lasted a little over a month. It began with the introduction

of the new organizational structure to the staff and produced excitement as

well as anxiety. The new structure had been planned for five months with

solicited information from staff members, a consultant and appropriate

research by the Director. A management team was selected by the Director and

the structure was finalized at a management team retreat. A few days beiore

the new organizational structure was presented to the entire staff, a festive

commemorative social event was held for the library staff to honor past

accomplishments by the staff and begin a tradition for this relatively new

institution.

Implementation began the morning after the staff meeting in which the new

structure was presented. Major shifts in personnel and locations had to be

handled. Many staff members needed much training for new responsibilities.

Policies and procedures had to be revised and developed; anxieties and fears

had to be addressed and all that while continuing an excellent service record

and preparing for a new fall quarter.

At the same time, the "no food, no drink" policy which had not been

11
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enforced in years was newly reinforced, creating much unhappiness all around.

During this entire period the library staff was also involved in planning

for and selecting a library automation system, together with staff from the

law library and computer services. These three groups had never before even

worked together, let alone a project'of such universal proportions and

implications for the future. It must be pointed out that the staff completed

this enormous task involving eighty people working together with faculty input

to select an automation system for the library in a period of eight months.

Needless to say, this was a hectic time which often became almost

chaotic. The management team was under' enormous atreas, particularly since

most of them were new to management of this type and in this format. The team

held marathon sessions, often ten or more hours a week.

Phase two came quite quickly. Almost everyone became upset and

dissatisfied. Staff did not get training quickly enough to handle new

responsibilities; some responsibilities fell into cracks, thus creating

emergency situations. There was much mistrust of the management team and

communication seemed at an all time low. Perceptions of the new organization

and the management team were mostly negative. In addition, money for student

help was tight and some vacancies could not be filled quickly, creating more

pressures for the already hard-working staff.

It is to the staff's credit that they are creative and certainly not

timid. At first they vented their frustrations through an underground

newsletter, a parody of an existing library newsletter, which is issued weekly

to communicate with the staff. It was obviously not fulfilling this purpose

at chat time. The underground newsletter though, hardly flattering to the

management, communicated to the management that something was definitely

wrong. Four months into phase two a staff meeting was held to assess the new

12
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organization and its problems. Everyone voiced their opinions and perceptions

in a brainstorming session. The emerging issues were put into priority order,

the top three were elected, followed by another brainstorming session on

solving these problems. The management team then took these issues and began

to address them and this was the beginning of phase three.

In phase three the management team began to develop solutions to problems

while becoming more cohesive as a team. Meetings became more efficient and

organized. The three major issues which were addressed were decision-making,

communication and distrust. Although still in phase three good progress is

being made toward the fourth and final phase when effective cooperation will

produce positive results. Time and patience has paid off so far.

It is important to point out that the three issues which are addressed in

the third phase -- 'decision- making, distrust and communication are crucial to

the success of the new organizational structure and team management.

Decision-Making

Decision-making in a team management setting is very different from

decision-making in an autocratic or hierarchical structure. At first,

decision-making in a group setting seems most uncomfortable, cumbersome and

certainly confusing. The management team spent much time and energy to

develop principles of decision-making for the library and decided the team

involved in decision-making would be as follows:

- Decisions about operations are made as close to the operation

as possible.

- Decisions affecting more than one unit are made by the

Services Head.

Decisions affecting more than one Service are referred to the

Management Team for decisions by the Director. In the event

1314
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of a question, the matter should be referred to the

Management Team.

- Decisions about engaging in new projects, directions, and

services are made by the Director.

- Decisions affecting budget, personnel, policy, and facilities

are made by the Director, or delegated.

The Director, Deputy Director, and Services Heads can create

teams. Unless specifically empowered by a Management Team

member, teams do not make decisions, but contribute to

decision-making through making appropriate recommendations.

This was a difficult task for the management team and the application of

these principles are still being tested. Throughout their discussions team

members kept in mind that an effective decision requires access to all facts

of the situation; beir- aware of various perceptions of the situation;

exploring various solutions; planning the implementation activities of the

decision and analyzing possible alternatives. Team members became aware of

various barriers to effective decision-making as well. These barriers include

differences in perception; fear of the consequences and failure; conflicting

loyalties; not basing a decision on an evaluation of the situation; and

inflexibility.

Distrust

The management team knew from the beginning that there was much distrust

of them on the part of the staff, particularly because of the history of

library management and partially, because of having to deal with a totally new

and unknown management as well as a new structure. They were also aware of

the fact that building trust would not happen quickly and would take much

patience and attention. Several projects helped to begin at least some trust

14
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development. The development of performance standards by a staff team; the

appointment of several other teams to offer solutions to problems in

bibliographic services, collection management and remodeling, to plan

exhibits, bibliographic instruction and so on. However, most of all, it was

the management team's weekly long meetings that worried the staff. To solve

this problem the management team decided to bring in various staff members for

reports and then broadened it to include a different staff member each week.

In addition, one of the secretaries takes the minutes now instead of a member

of the team.

Furthermore, performance evaluations are beginning to be based on

performance standards. New and revised job descriptions are discussed more

widely and creative problemsolving is encouraged. Already several staff

members have proposed and implemented several budgetsaving mechanisms.

Communication

Overall, it is really communication which is often the cause of most

organizational problems including decisionmaking and distrust. Perceptions

of what is going on, often not based on reality creates many problem

situations. The management team must continually monitor and improve their

communication skills. They must above all become good listeners and provide

direct and honest information to staff members. They must be confident, non

threatening and unemotional whenever possible. All of them are working on

this very difficult task. Everyone has certain personality traits which can

interfere with being an excellent communicator. Training and education is

provided for anyone who seeks to improve their communication skills. Members

of all teams are encouraged to practice the communication skills outlined at

all times and to use summaries and feedback machanisms as part of their

communication techniques.
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Management team members are heads of their service areas and as such have

to be effective leaders and communicators for the library management as well

as the staff. This is not an easy task. Each one has a different style and

modus of operation, yet the communications must be similar or the organization

will be in trouble. Some progress has been made in this direction but much

more is needed.

Conclusion

Has it been worth it? Would I do it again? These are the questions I

have asked myself and which I have been asked by other library managers. My

answer to these questions is a definite yes, although I must admit that this

past year was the most challenging of my twenty-year professional career. I

was too ambitious and instituted too many changes in my first year at the

institution.

However, I can state now that it was the right thing to do given the

existing circumstances. Many challenges have been and will have to be

addressed. We have already been successful in gaining faculty and

administrative support for increasing the library materials budget. We have

automated half of the library offices and will complete the other half in the

coming year. Staff members are becoming very knowledgeable in using

microcomputers for their operations. We are about to implement a library

automation system without additional staff.

There are many projects for the next year and much will be accomplished

because the staff is slowly becoming a team. This lengthy process takes

patience but the results are worth it. Staff memers are gaining new skills in

holding meetings, in communicating, in problem-solving, in critical thinking

and in taking risks. Creative abilities of all staff are surfacing and

helping to address important issues successfully. Continued patience and much

16
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learning will help the staff to strengthen the team management concept.

Last but most importantly, a flexible organization coupled with a team

approach to solving problems is the only one that will help libraries to

remain in the mainstream of the evolving information society.



Creative Library Leadership for the 1990s

Bibliography

Rader

Becker, Joseph. "How to Integrate and Manage New Technology in the Library."
Special Libraries 74 January, 1983: 1-6.

Busch, B.J. Automation and Reorganization of Technical and Public Services.
SPEC Kit 112, Washington, D.C.: Association of Research Libraries, 1985.
ED 256370.

Cargill, Jennifer. Managing Libraries in Transition. Phoenix: Oryx Press,
1988.

Cummings, Martin M. The Economics of Research Libraries. Washington, D.C.:
Council on Library Resources, Inc., 1986.

Dowlin, Kenneth E. "The Integrated Library System." The Electronic Library 3
(December, 1985): 340-345.

Drabenstott, Jon. "Automation Planning and Organization Change: A Functional
Model for Developing a Systems Plan." Library Hi Tech 3 (1985): 15-24.

Euster, Joanne and P.D. Haikalis. "A Matrix Model of Organization for a
University Library Public Services Division." In Academic Libraries: Myth
and Realities. Proceedings of the grd National Conference of ACRL.
Chicago: ACRL, 1984, pp. 357-364.

Foster, Constance L. The Shattered Stereotype: The Academic Library in
Technological Transition, 1983 ERIC Document: ED 237107.

Guskin, Alan et al. "Library Future Shocks: The Microcomputer Revolution and
the New Role of the Library." College and Research Libraries 45
(May, 1984): 177-183.

Hanson, JoAnn. "A Model for Organization of the Automated Academic Library."
Technicalities 2 (October, 1982): 7-8.

Johnson, Carol A. and M.D. Kathman. "Strategies for Change." In Energies
for Transition. Proceedings of the 4th National Conference of ACRL.
Chicato: ACRL, 1986: pp. 108-111.

Kanter, Rosabeth M. The Change Masters. New York: Simon and Shuster, 1983.

Kleiner, Jane P. "The Configuration of Reference in an Electronic
Environment." College and Research Libraries 48 (July, 1987): 302-313.

Mathews, Anne J. Communicate!: A Librarian's Guide to Interpersonal
.Relations. Chicago: American Library Association, 1983.

18

19



Creative Library Leadership for the 1990s Rader

McCaskey, Michael B. "The Hidden Messages Managers Send." Harvard Business
Review (November-December 1979): 135-148.

McClelland, Valorie. "Communication: Mixed Signals Breed Mistrust."
Personnel Journal (March 1987): 24-27.

McMaster, Michael D. "The Art of Communicating." Administrative Management
41 (December 1980)56-58.

Moran, Barbara B. Academic Libraries: The Changing Knowledge Centers at
Colleges and Universities. Washington, D.C.: Association for the Study
of Higher Education, 1984. ED 259689.

Naisbitt, John and P. Abeerdene. Reinventing the Corporation.
New York: Warner Books, 1985.

Penniman, David W. "Tomorrow's Library Today." Special Libraries
(Summer, 1987): 195-205.

Rooks, Dana C. Motivating Today's Library Staff: A Management Guide.
Phoenix: Oryx Press, 1988.

St. John, Walter D. "Plain Speaking." Personnel Journal (une 1985):
83-90.-

Stueart, Robert D. and B.B. Moran. Library Management. Littleton, Colorado:
Libraries Unlimited, Inc., 1987.

White, Herbert S. "Trouble at the OK Corral University Library." Library

Journal 112(September, 1987): 154-155.

April 1988

19

20
BEST COPY AVAILABLE



Cleveland State University Libraries
Organizational Chart

Cataloging Binding/

Pre-order
Searching

Head Physical
Process

Bibliographic ing/

election
Collection
Management Acquisi
Services tions

Services Preserva
tion

Service Areas.
Database Archives, Art

Management

Curr Mat,

Database Head Music,

Searching
Information Press,

Collection
Management

Budget Public
Relations Services Reference

Desk,
Personnel

Director
Other

Deputy Director

Recept

ionist dministrative
Services

Library Facilities
Research

Systems Office Special

development & Fund Contracts

maintenance aising
Data Circulation:

Head Communica Desk, Inter
tions Stacks, library

Automation Overdues loan and
Photocopy

Bibliographic
Instruction

Equipment Services
Mainten
ance

Head

Document

Delivery

ervice

Liaisons Training

ilm Reserve
Rental Microforms,

Unbound
Periodicals


