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      PREFACE

      The biggest change in this second edition of Library Management 101: A Practical Guide is the introduction of a coeditor who is in the United States because the other lives and works in Australia. Lisa Hussey is an associate professor at Simmons College; Diane Velasquez is a program director of information management at the University of South Australia (UniSA).

      The library and information science (LIS) schools accredited by the American Library Association (ALA) do not all consider a management course a requirement. Many of the schools consider a specialty course, such as academic libraries, public libraries, and the like, to be enough of an introduction to the topic of management for library and information science students. We disagree wholeheartedly, but then we are not unbiased viewers on the subject. Lisa teaches the overview management course at Simmons College, which is one of the ALA-accredited programs; I was teaching the management overview course at UniSA but now have someone else teaching that class.

      The sad fact is that the majority of students in LIS programs do not believe they will ever be managers of anything at any time in any type of library in the United States or Canada. We beg to differ. We start the book off by saying that even if you are only a professional librarian or paraprofessional, the majority of us manage something. A section of books, a budget, students, volunteers, your time, acquisitions, reference collections, kids, kids and youth materials, technology, facilities—and we could go on and on. All of us are managing something all of the time. Just because it is not formally called management does not mean that it is not management.

      Management is very squishy because the majority of the time it involves managing aspects of people. People are what make up our organizations, whatever type they are—academic, public, special, or school. In this book, we do not address school libraries because school libraries or library media centers tend to be specialized due to their placement and their audience—children and teenagers. Many excellent books about school libraries and media centers have been written over the past few years.

      HOW THE BOOK CAME ABOUT

      This edited management textbook pulls together best practices from people who teach management in LIS schools all over the world. Many of us have practical management experience along with other degrees besides the MLS or PhD. Many of the academics in library and information science departments and schools take one of three tracks: they use bits of the books available, they choose a book from outside LIS, or they use articles from all over LIS, management, and public administration, which is essentially a homegrown course pack.

      This book came about because as professors in LIS, although there are management textbooks in our field, there was not one we would use and like. The students would complain about them. We resorted to going outside our field for texts. We always complained that there should be a simpler text that did not try to do too much but that covered the basics. We finally stopped complaining. That text has now been written by Lisa, myself, and six collaborators who either teach management at ALA-accredited LIS schools in the United States or Canada or have experience working in public or academic libraries. Some of us do both.

      Some of the chapters are converted lectures with more detail added that conveys good information that is simple to understand, with a case study or exercise at the end. Most chapters have some references at the end. The outline of the book began with a 15-week course syllabus, filled in with wish list items that students in some of our classes asked for. Not everything needs to be covered, but the book does give a general feel for what an overview class should cover in LIS. Library and information center management is not a specific art or science, but the literature on the subject has in recent years been an amalgamation of bits and pieces from public and private corporate management practices along with information from public administration.

      PEOPLE

      People are the basis of the organizations that we call libraries and information centers. Although this book discusses different types of management, it is all in relationship to people. If you treat your people well, they will serve the organization well. In a recent case for a management course, the CEO commented that he wanted his people to be excited to come to work every day. We understand that. If coming to work is not fun, then what is the point of the job other than the paycheck? Believe us when we say it is noticeable when someone is there strictly for the paycheck—the attitude is very different from that of someone who loves the job and the environment.

      Sometimes the job is great, but the environment is not the best match. If that’s the case, it is time to seek your fortune elsewhere. Do not make your coworkers miserable because you are not in an ideal situation—find the ideal situation and make everyone happy. As one of our favorite leadership writers has said, “Managing people is like herding cats” (Bennis, 1999, p. 7). We can relate. Cats do not like being herded and neither do most people.

      Because it involves people, management is not a rational science. Although many believe people will behave rationally, if the emotions become engaged, rational behavior generally disappears. Emotions will cause everything to go haywire—from dealing with the employee to the outcome of what should have been a relatively simple situation. We use the highly technical term squishy.

      COLLABORATORS

      The collaborators for this book are brave souls who agreed to go on a journey with two people who, as usual, bit off a bit more than we could chew when we agreed to edit and then write half the chapters because some folks pulled out. Lisa K. Hussey, my coeditor, also wrote the management theory, customer service, decision making, organizational communication, conflict negotiation and mediation, and diversity chapters; cowrote the change management and organizational culture chapters with me; and cowrote the mentoring chapter and the leadership chapter. She has on this and other occasions saved me. We work well together.

      I wrote the marketing, financial management, internal and external environment, ethics and confidentiality, facilities management, information technology management, and project management chapters. I also cowrote the human resources management chapter.

      Our collaborators are Mónica Colón-Aguirre from East Carolina University who cowrote the human resources management, strategic planning, and grants and grant applications chapters; Mary Wilkes-Jordan from the Central Minnesota Libraries Exchange who cowrote the strategic planning and leadership chapters; Jennifer Campbell-Meier from the Victoria University of Wellington who wrote the assessment and evaluation chapter and cowrote the mentoring chapter; Cathy Hakala-Ausperk from Kent State University who cowrote the grants and grant applications chapter; Adriene Lim from the University of Oregon who wrote the unions chapter; and Heather Hill from the University of Western Ontario who wrote the outsourcing chapter. They have all been patient with the editing and contributed wonderful things in their chapters.

      Last, the folks at ALA Editions have been great.

      Lisa K. Hussey

      Boston, Massachusetts

      September 2018

      Diane L. Velasquez

      Adelaide, Australia

      September 2018
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      CHAPTER 1

      Management Theory

      Lisa K. Hussey

      Theories about management are plentiful and varied. It seems as if there is a theory for every type of organization, leader, and situation, yet there are always new situations and new ideas. There are as many ideas and theories about management as there are about the meaning of life. Management theories are abundant, and new ones are introduced all the time. In order to effectively function in modern times, managers need to understand the concepts, the history, and the application (or lack thereof) of theory in organizations.

      Theory begins with managers’ responsibilities. Essentially, a manager’s job consists of planning, organizing, directing, and controlling the resources of an organization, which include people. As management emerged as part of the modern organization, theories also arose about how best to supervise, motivate, direct, plan, and control. As organizations grew and evolved, so did how people viewed them. There are many illustrations and images to describe organizations, but two of the most common are a machine and an organism. Both characterizations are reflected in the management theories.

      However, before we address the theories directly, there are a couple of important points to highlight. To begin with, the theories presented in this chapter are primarily focused on Western culture and business. The management theories discussed in this chapter are primarily from Western societies, such as the United States, Canada, and Europe. Although the principles of management are practiced all over the world, the majority of theories tend to be heavily influenced by Western culture and ideas. Even the theories that have grown out of the Japanese business culture (Theory Z, Kaizen, TQM [total quality management], etc.) are influenced by the Western point of view, at least when they are applied to business, especially in the United States and Canada.

      As the various theories are introduced, it is also important to remember that the individual theories tend to be reflective of their time periods. The ideas and concepts presented may seem archaic or out of date, but they were often revolutionary in their time. Additionally, social norms and behaviors also influence the portrayal of workers and the expectations of management. It is very easy to criticize theories from a century ago for their simplistic ideas or patronizing views, but these theories developed in a much different society and business environment. Just remember, we might not have our modern ideals and theories if we did not have the original theories from which to build, expand, and evolve.

      One final thing to consider before we dive into the various theories is that all management theories, regardless of the school of thought, tend to have two basic tenets: motivation and control. The underlying concept of management theory is to present an ideal of what an organization can be or can accomplish and try to answer two questions: How do you motivate employees to complete their work? How do you make sure the work is carried out and completed as it should be?

      With all that in mind, let’s now turn to actual theories. We will begin with the classical theories. These include scientific management, bureaucracy, and administrative management.

      SCIENTIFIC MANAGEMENT

      Scientific management is often seen as the first modern management theory. This school of thought focused on the organization as a machine. The underlying concept is that organizations are rational enterprises designed and structured to achieve predetermined ends (given goals and objectives, a rational structure of jobs and activities, the organizational chart as blueprint, people as instruments of organizational action). The focus is on means to ends. Terms often connected with scientific management include efficiency, One Best Way, and increasing productivity. Scientific management theory looks at the organization through workers and tasks. Each task is broken down to the smallest components possible, and each step of the process is analyzed to eliminate wasted time and effort and to develop standards in order to create the One Best Way to complete the work. It is impossible to discuss scientific management without mentioning Frederick Taylor (1856–1915).

      Although other theorists also contributed greatly to the theory, Taylor is often seen as the father of scientific management. His seminal work, The Principles of Scientific Management (1911), laid out the ideas behind and steps to institute scientific management.

      The problem, as Taylor saw it, was that workers were inefficient because they tended to ration their workload or work less than they could for fear of running out of work, a practice Taylor referred to as soldiering (Taylor, 1911). Taylor, however, did not see this as a fault of the workers; rather, he placed blame for the lack of efficiency on management, which had failed to structure work effectively.

      
        [I]f a man falls down, the presumption is that it is [management’s] fault first, that [management] probably have not taught the man right, have not given him a fair show, have not spent enough time showing him how to do his work. (Taylor, 1911, n.p.)

      

      Taylor also believed that management needed to provide sufficient incentives to motivate workers, such as increased pay for higher productivity. He felt that pay for performance rather than hourly pay would better motivate individual workers to increase their efforts in order to earn more money.

      Taylor’s theory has four main elements:

      
        	1. Management is a true science.

        	2. The selection of workers is a science.

        	3. Workers are to be developed and trained.

        	4. Scientific management is a collaboration of workers and managers.

      

      Each of Taylor’s elements is based on rational thought and behavior. Taylor believed management, like any other science, could be rationally dissected and analyzed to find well-defined and universal principles, which when applied to an organization would result in efficient processes and increased productivity. Workers would be selected based on this analysis and resulting expectations, and these workers were to be trained in the One Best Way of completing the tasks. If the right workers are hired and they are properly trained, supervisors can spend more time overseeing the process rather than having to put pressure on workers to get the job done. It is only with the willing cooperation of both management and workers that these goals can be accomplished.

      Taylor’s ideas are patronizing. The relationship between management and workers is presented in a parent-child framework. The manager is seen as the mature and knowledgeable partner while workers need to be directed and supervised. Taylor’s views of workers are also simplistic, reducing workers to mindless tools or cogs rather than individuals. His theory of scientific management depends heavily on workers being motivated by money and only money.

      Taylor’s ideas were criticized even during his time. Unions opposed the idea of pay-per-piece because they saw it as an opportunity for management to set high quotas for low costs. He was criticized for his comments regarding workers, including one reference to a worker being “dumb as an ox” (Rainey, 2009, p. 28) and intending it to be complimentary. However, Taylor saw his work as beneficial for both workers and management because it provided the means for workers to increase their pay through efficient work practices, which in turn provided better results for management. His practice of pay-per-piece was eventually outlawed, and a standard basic wage was instituted.

      Taylor was not the only influential theorist in scientific management. Frank and Lillian Gilbreth were a married couple who collaborated on scientific management. Frank (1868–1924) was a bricklayer, a building contractor, and a management engineer. Lillian (1878–1972) was a psychologist. Using their combined skills, they developed time and motion studies as a way to improve the productivity of workers. Like Taylor, they looked at the motions involved in work, the way these motions were combined to form methods of operation, and the basic time each motion took. The Gilbreths connected the concepts of motion and fatigue—every motion that was eliminated reduced fatigue. By reducing fatigue, workers would be able to improve performance. The Gilbreths developed a tool, named Therblig (more or less Gilbreth spelled backward), to help break down the work process and determine where improvements could be made (Ferguson, 2000).

      
        	1. Find

        	2. Select

        	3. Grasp

        	4. Hold

        	5. Position

        	6. Assemble

        	7. Use

        	8. Disassemble

        	9. Inspect

        	10. Transport Loaded

        	11. Transport Unloaded

        	12. Pre-position for next operation

        	13. Release load

        	14. Unavoidable Delay

        	15. Avoidable Delay

        	16. Plan

        	17. Rest to overcome fatigue

      

      As seen in the Therblig, the Gilbreths advocated the importance of rest times (breaks) in order to allow workers to further combat fatigue. They believed, as did Taylor, in one best way of doing work, but they also acknowledged that a new best way was possible and that the old one would be eliminated when the new one was discovered.

      Henry Gantt (1861–1919) was another important theorist in scientific management. Gantt initially worked with Taylor but began to rethink many of the ideas after working as a consultant. He came up with an idea of bonus incentive based on finishing the day’s assigned workload. Supervisors received a bonus based on how many of their workers reached the daily bonus. This practice created a stronger tie between management and worker productivity. Gantt recorded performance on a chart using black on days that workers met standards and red on days when they did not.

      Gantt also originated a charting system for production and scheduling that is still in use. The Gantt chart is constructed with a horizontal axis representing the total time span of the project, broken down into increments (days, weeks, or months). The vertical axis represents the tasks that make up the project. The graph area contains horizontal bars for each task connecting the “period start” and “period end” symbols. This chart is mainly used as part of project management for scheduling projects.

      BUREAUCRACY

      Bureaucracy is far and away the best known of the classical theories, as well as being the most used. Max Weber (1864–1920) developed a theory of bureaucratic management that stressed the need for a strictly defined hierarchy governed by clearly defined regulations and lines of authority. He considered the ideal organization to be a bureaucracy. It was ideal because the activities and objectives were rationally thought out and the divisions of labor were explicitly spelled out. Weber also believed that technical competence should be emphasized and that the performance evaluations should be based entirely on merit. Weber sought to improve the performance of socially important organizations by making their operations predictable and productive. As in scientific management, efficiency is a big part of bureaucracy. The goal of bureaucracy is to create a predictable, systematic, impersonal organization in which control is based on authority and expertise. Again, like the other classical theories, bureaucracy focuses on control, but unlike the others, bureaucracy looks at the entire organization, not just production and management. Bureaucracy depends upon a rational-legal authority in which all functions and offices are governed by well-defined and codified rules. The organization is broken down into clearly differentiated spheres of competency and control, all of which is organized into a well-established hierarchy.

      The following are some key characteristics of bureaucracy (Weber, 1946):

      
        	1. A body of laws consisting of a set of abstract rules is intentionally established. These laws demand obedience from members of a corporate group.

        	2. The typical person in authority occupies an office position, issues commands to subordinates, and is subject to impersonal orders from higher levels in the organizational hierarchy.

        	3. People owe obedience to the authority of an office holder, not to the person as an individual.

        	4. The bureaucracy is a functioning organization of official activities bound by rules.

        	5. The division of labor provides for specialized training and specific spheres of competence.

        	6. The organization of offices follows the principle of hierarchy, with each lower office being under the control of a higher office.

        	7. Rules concerning the conduct of an office must be specifically associated with the performance of that office; in other words, they must be used for the good of the organization, not for personal gain.

        	8. Administrative acts, decisions, and rules are recorded in writing, even when they evolve from oral discussion.

        	9. Bureaucratic officials are subject to authority only with respect to their impersonal official obligations.

        	10. Bureaucratic officials are appointed, not elected, on the basis of their technical and specialized qualifications.

        	11. The “office” is treated as the sole occupation of the incumbent, and it constitutes a “career.” Promotion is awarded by superiors and is influenced strongly by seniority.

        	12. A bureaucratic official’s work does not carry the privilege of ownership. Bureaucrats do not use the office for their own measures in the conduct of official business.

      

      The guiding principle in bureaucracy is the idea of top-down management. However, Weber did not see this approach as the top being independent of the rest of the organization. Rather, each level is dependent on the one below it because the lower levels provide the reasons for the higher levels. Think of the organizational chart and you can see the logic in this idea—each level is built upon and supported by the departments below it on the chart. The top-down approach was also seen as a way to appeal to a higher office. There are different levels of authority, which can be used at different times. Authority resides with the office, not the individual. Weber stressed the idea of codification of policy and procedures, which should be available to all within the organization. Records are to be kept of all communications and decisions. The process for advancement is clearly defined, including the expectations of skills, education, and seniority within the organization needed in order to occupy any office.

      One thing that should be glaringly obvious here is that bureaucracy is meant to be quite impersonal, objective, and removed from the biases that come from favoritism and personal feelings. This is what Weber saw as being the ideal. Weber saw bureaucracy as a great equalizer. To Weber, bureaucracy was the polar opposite of patrimonialism, which dealt with privileges based on who you knew and the power of your family or connections. Instead, all who sought assistance from the bureaucracy would be treated equally. The prince would have to deal with the same rules as the serf (Weber, 1946).

      There has been quite a bit of criticism of bureaucracy. Terms such as impersonal do a lot to make bureaucracy seem very mechanistic and inhuman, but that was not Weber’s intention. Weber did readily admit that bureaucracy could turn into something similar to how we see it today, but that was not his overall purpose. In fact, Weber saw bureaucracy as a way to level the playing field, to provide a fair way to deal with each individual within the organization and those who are users of the organization.

      Other criticisms have focused on the rigid rules and impersonal nature of the theory. The strict rules and procedures can easily limit original thinking and creativity. If everything is prescribed, employees and managers do not need to think about what they do. This focus on established rules and procedures can produce tunnel vision in employees and managers, an inability to look beyond the goals and expectations of a department or a specific job description. In a bureaucracy, there is very little impetus to understand the organization beyond an employee’s department and its reporting structure. The rigid hierarchy and well-delineated departments have the strong potential to create silos and competition for materials and funding. A bureaucratic structure and governance do not encourage collaboration. The nature of the theory can lead to issues, such as management controls being too discrete, impersonal, and secretive. Adhering strictly to bureaucratic principles reduces the personalized qualities of relationship. The relationship is between offices, not individuals, and this allows managers and employees to remove anything personal from their actions. Although it is important to be objective in one’s work, not recognizing people as people can have disastrous results. This impersonal approach can also simplify promotions and evaluations by focusing too much on the specifics—seniority, skills—and not considering intangibles.

      ADMINISTRATIVE MANAGEMENT

      Administrative management is a set of theories that emphasize the manager and the functions of modern management. Unlike scientific management, administrative management focuses on the role and responsibilities of the manager, not just the direction and control of workers. As with other classical theories, there are set characteristics and rules that govern management and workers. Although there are some key differences from scientific management and bureaucracy, administrative management is still rather rigid. The theorists of administrative management, like Taylor and the others, tend to focus on the best way to define work and responsibilities. The concepts included are often built from scientific management.

      Henri Fayol (1841–1925) was a French industrialist and a contemporary of Frederick Taylor, although his works were not translated and widely available until the 1940s. Fayol worked in the mining industry, starting out as a mining engineer and working his way up to managing director. Under his guidance, La Société de Commentry, Fourchambault et Decazeville went from the edge of bankruptcy to being one of France’s largest firms in terms of financial capitalization. Fayol broke down management into two categories: Functions of Management and the Principles of Management. He was one of the first to identify and clearly define the specific functions of management: planning, organizing, commanding, coordinating, and controlling (Lamond, 2003). Managers, to be effective and successful, need to understand these functions and be able to balance the responsibilities of each one. Iterations of this breakdown are still used widely, usually replacing commanding with leadership and combining coordinating and controlling into one function. Although this idea has been very influential, Fayol is best known for his Principles of Management, a list of 14 principles that must be adhered to by management in order to create a successful organization (Rodrigues, 2001):

      
        	1. Division of work

        	2. Authority

        	3. Discipline

        	4. Unity of command

        	5. Unity of direction

        	6. Subordination of individual interests to the general interest

        	7. Remuneration

        	8. Centralization

        	9. Scalar chain

        	10. Order

        	11. Equity

        	12. Stability of tenure personnel

        	13. Initiative—workers are exhorted to be productive and motivated

        	14. Esprit de corps (Fayol, 1949)

      

      Fayol took many of the basic ideas of scientific management, such as the division of work, remuneration, and order, and expanded on them. His principles expand the superior-subordinate role to involve a much broader view of the organization. The value of workers, beyond the results of productivity, is introduced, and motivation is expanded beyond just money, although money is still seen as significant. Fayol recognized that organizations are more likely to have success if everyone involved understands their role, the organizational expectations and goals, and how these work together to create an effective and efficient organization.

      Fayol’s Functions of Management have undergone many transformations since he introduced them into the management discipline. One of the better-known iterations is POSDCORB, an acronym that stands for Planning, Organizing, Staffing, Directing, Coordinating, Reporting, and Budgeting (Gulick, 1937). This concept was developed by another administrative management theorist, Luther Gulick. Gulick expanded Fayol’s idea by further breaking down the functions of management. The underlying idea is that managers who learn and develop the skills to master the functions of management can create a well-functioning organization. In addition to his expansion of the functions of management, Gulick (1937) developed some universal principles of organization:

      
        	• Unity of authority

        	• Scalar chain of authority

        	• Limited span of control

        	• Distinction between staff and line

        	• Division of labor and specialization

      

      There are other theorists who supported administrative management, but the essential principles tend to be the same throughout: span of control, one master, and technical efficiency through the principle of homogeneity. The concepts and presentation of management are very rational, and the focus is on efficiency. Although these concepts help create a framework for management, they are also the basis for criticism of the theory. The criticisms of administrative management are similar to those of scientific management—namely, that it is too limited and too rigid. The theory relies on an expectation that workers and managers will be rational in decision making about their jobs and livelihood. Administrative management relies heavily on a hierarchical structure, one that becomes much taller as the span of control shrinks. Taller hierarchies often lose efficiencies because it takes much longer to push orders and information through the many layers of management and workers. The principle of homogeneity, though logical, does not allow for much innovation and, as with bureaucracy, creates departmental silos.

      One thing to note about the classical theories: they are all focused on the formal organization, the one that is defined by the organizational chart and the job definitions. There is no consideration of relationships among departments, except in terms of the hierarchy. However, as anyone who has ever had a job understands, there is also an informal organization that is just as influential on the functioning of an organization. With the introduction of the Behavioral School of Management, the scope of the theoretical constructs changes.

      However, before we get into the next school of theories, I want to include two other influential thinkers who do not entirely fit in with the classical theories but who built off many of the principles and went in a different direction with their work. Both Mary Parker Follett and Charles Barnard focused on the role of the worker in management. Whereas the previous theories and theorists tended to view organizations from management down, both Follett and Barnard recognized the importance of also considering the organization from the bottom up, that workers are more than just tools or serve just one function; rather, they contribute to the overall functioning of the organization. This focus also leads to a new way to view organizations. Rather than being seen as machines, organizations are more like organisms, like living beings. The goal of the organization is adaptation and survival. There is a role for individuals and groups and their needs in the organization. The importance of the organizational environment and its demands is recognized. Rather than being able to define everything, the concept of contingency plays a role in how to work within and manage an organization.

      Mary Parker Follett (1868–1933) was a contemporary of the scientific management theorists. Her work laid the foundation for later management thinkers to develop concepts regarding organizational behavior, conflict mediation, and contingency theory. Follett was a social worker. Her experience working with underprivileged neighborhoods led her to develop her concepts of management regarding the importance of the situation, the role and power of employees, and the significance of the relationship between workers and management.

      According to Follett, a business is a cooperative undertaking in which both owners and laborers have an interest in the continued success of the organization. This common interest that the firm will be an ongoing successful venture is undermined when management and labor engage in conflict that advances narrow objectives. In other words, organizations cannot function effectively if management and workers are focused on their individual goals rather than on the goals of the organization. Conflict leads to domination or compromise in which one or both sides lose. Follett considered the best approach to conflict resolution to be integration of interests. Rather than each side having to give up something through compromise, conflict should be resolved by beginning with a common interest and having both sides build a common solution from that point.

      Follett’s theory was based on circular behavior in which people are interdependent. Managers need workers in order to manage, and workers need managers to provide structure and procedures. This idea forms the basis for her Law of the Situation, which stresses that there is not one best way to do something; rather, it all depends on the situation (Follett, 1973). Follett posits that managers should not just give orders but allow the situation to determine what needs to be done. According to the theory, managers and workers should not rely on a rigid set of rules but instead work within a flexible framework of expectations and goals and allow what is currently happening to determine the next step. This determination should be done jointly between managers and workers because the managers know the goals and expectations and the workers know how to do the work.

      Chester Barnard (1886–1991) was the CEO of New Jersey Bell Telephone. Drawing on his experience, he wrote Functions of the Executive, in which he discussed how organizations should be managed, outlining the legitimacy of supervisors’ directives and the supervisors’ dependence on the extent of the subordinates’ acceptance. One of management’s roles is strategic planning, which has three factors: establish and maintain an effective communication system; hire and retain effective personnel; and motivate those personnel. His main emphasis is on the role of the employee. Barnard postulated the Acceptance Theory of Authority, which states that managers have only as much authority as employees allow them to have. The acceptance of authority depends on four characteristics (Barnard, 1971):

      
        	1. Employees must understand what the manager wants them to do.

        	2. Employees must be able to comply with the directive.

        	3. Employees must think that the directive is in keeping with organizational objectives.

        	4. Employees must think that the directive is not contradictory to personal goals.

      

      To put it simply, managers cannot expect blind obedience of workers. Before carrying out an order, an employee must first understand it and be able to do it. Once that has been established, the employee must also believe that the order is within the rules and expectations of the organization and that it will not lead to any career or personal repercussions.

      In conjunction with the Acceptance Theory of Authority, Barnard believed that each person has a zone of indifference, or a range within which each individual will willingly accept orders without consciously questioning authority. The larger the zone, the more that will be done without questioning. This belief introduced the concept of trust of management, particularly employees’ trust in management, something that really had not been addressed by previous theories. Barnard also saw value in informal groups or cliques as a way for employees to meet individual goals, and he felt that the organization needed to use these informal groups effectively, even if they sometimes work counter to the organization.

      Both Follett and Barnard introduced the idea of human relations into management and recognized how social forces influence organizational functioning. Although not always grouped with them, both theorists’ ideas are reflected in the behavioral–human relations schools of thinking.

      BEHAVIORAL SCHOOL OF MANAGEMENT

      Over time, it became clear that the classical theories did not address all aspects of management. The strong focus on efficiency and an impersonal approach was not as effective as expected. This led to the questioning of these approaches to managing and developing new ideas. Theorists began looking at the employees and considering how they contributed to the organization, not just as a nameless group but as individuals who influence the overall functioning of the organization. A significant part of this approach is the human relations movement. Human relations is the term often used to describe the ways in which managers interact with their employees.

      The Hawthorne experiments (1924–1933) are perhaps some of the best-known examinations of motivations in the workplace. Elton Mayo (1880–1949), Fritz Roethlisberger, W. J. Dickson, and W. Lloyd Warner conducted experiments at the Hawthorne Works of the Western Electric Company in Cicero, Illinois. These experiments were an attempt to find out the impact of environmental conditions, rest periods, and other factors on the productivity of employees. Instead, the researchers discovered the role of the social in the workplace and its influence on workers.

      There were several experiments, but the most famous looked at the impact of lighting on the productivity of workers. The expectation was that better lighting would lead to higher productivity. However, the results showed an increase in productivity for both the test group and the control group. The change factor was the attention given by the observers, not the lighting. In another experiment, which looked at the use of rest periods, the researchers discovered the influence of peer groups. In groups, the individuals were socialized to maintain a certain level of work. If a worker’s productivity was too low, the individual could be ostracized for pulling other group members down. This influence and pressure worked the other way as well. Workers who were too productive were pressured to slow down their work so that the rest of the group did not look bad in comparison.

      These studies revealed the role of the social in the work environment, on both an individual and a group level. Three important ideas emerged from the experiments. First, in order to understand the behavior of workers, you also have to understand their feelings or sentiments, or at least acknowledge that these are part of work behaviors. Second, sentiments or feelings are not easy to identify. Individuals can choose not to overtly show their feelings, but these same feelings often come across in actions and deeds. The challenge is that the same actions can represent different feelings for different workers. Finally, feelings and sentiments are not independent; they both rely on the situation of the individual. Hence, even if it is possible to identify the feeling or sentiment, there is no guarantee that it will be the same in the next situation (Roethlisberger, 1941).

      Although the results of the study have been questioned, including the validity of the subject groups and the fact that incentives play a larger role than the Hawthorne studies concluded, the important outcome was that the researchers began to consider the role of interaction with employees and how that interaction has an effect on productivity. It was a definitive break from scientific management in that the needs of the employee or the expectations of the employee played a larger role. Managers need to recognize the impact of the social environment on the workplace.

      Another significant behavioral theory is Abraham Maslow’s Hierarchy of Needs. Maslow (1908–1970) was not a management theorist; rather, he was a professor of psychology. He was interested in what motivated people, what drove individuals to work toward self-actualization, or being the best they could be. In his work, he developed a Theory of Human Motivation, which consists of a hierarchy of needs that he defined as physiological needs, safety needs, love needs, esteem needs, and self-actualization needs (Maslow, 1943).

      The needs are usually modeled as a pyramid, with the most basic needs (physiological needs) on the bottom and self-actualization needs on the top. The theory posits that once one need is met or close to being met, an individual begins to be motivated by the next level of needs. Maslow did not really see these as completely separate steps but, rather, as overlapping. It is possible to be motivated by more than one level of need, but one level tends to be a priority.

      Maslow’s work, though still very popular, was not without criticism. Maslow himself recognized that his hierarchy did not fit everyone and that the needs were not universal, and he acknowledged the fact that a need may seem unimportant (always had it, cannot understand that it might be a need). In his later writing, Maslow freely admitted that he had little empirical evidence, and there still is little evidence, yet this theory is generally taken at face value. There are a few reasons for that acceptance, including the fact that a lot of what Maslow said is a kind of common sense. Yet, not all of it is the same for everyone. Culture and gender can have major influences on motivation, and Maslow thought that these factors should be considered (Dye, Mills, & Weatherbee, 2005).

      The behavioral school of management had as many critics as the classical theories. To begin with, there was too much focus on one dimension—in this case, the human dimension. Although it is important to include the role of workers, it is as important to include procedures and rules in order to provide a framework for organizational functioning. In the end, despite the Hawthorne experiments, there was no real evidence of increased production. Maslow had nothing beyond his own ideas and observations, and the results of the Hawthorne experiments have not been repeated. Finally, though the human element is very important, so is money. Although compensation may not be the primary motivation, it can still have an important influence on work behaviors.

      From this point on, management theories tend to incorporate many of the principles of these earlier theories, while also trying to provide a new way to view management and worker responsibilities. As influential as these theories are, they are also limited and somewhat incomplete. The classical theories focus too much on process and rules with little consideration for employees. The behavioral school tried to address this failing but tended to focus too much on the people and not enough on organizational functioning. The modern theories tend to recognize the complexity of management—the fact that effective management involves a diversity of skills and abilities. Managing is not limited to just rules and procedure, but both are necessary. Effective managers must understand the social and how it influences the workplace, as well as being able to apply and work within the rules and procedures required for organizational functioning.

      As we move forward, many management theories begin to parse out specific aspects of management rather than try to provide a broad, all-encompassing view of management. Leadership and organizational development begin to emerge as their own topics rather than simply as parts of management. A focus on quality measures and the role of organizational culture also become more significant to the study of management. Communication, conflict, and diversity are included as part of management and as important aspects of management theory. In other words, from this point forward, management theorists have begun to acknowledge the complexity of management and the diversity of skills needed to effectively manage.

      With this in mind, I would like to begin with two management theorists who tend to be in a class by themselves—Douglas McGregor and Peter Drucker. Both have been incredibly influential over the past 60 years because their ideas and theories have remained relevant and applicable regardless of the time period. McGregor’s book The Human Side of Enterprise, originally published in 1960, has never gone out of print. Drucker’s work spanned from his first book (in German) in 1933 to his death in 2005. He has been called the creator and father of modern management.

      Douglas McGregor (1906–1964) is known for the seminal work, The Human Side of Enterprise, in which he introduced a humanistic approach to management, a fact that often groups him with the behavioral school of management. However, McGregor was quite critical of the behavioral approach and built his ideas on a balance between the needs of the organization and the motivations of the employee. He recognized the importance of social groups but also acknowledged that social groups could not replace effective management.

      As with many other theorists, McGregor’s ideas are often distilled down to two simple concepts—Theory X and Theory Y. These theories look at two different approaches to management. McGregor thought that every managerial action rests on a theory. In other words, everything that management does is driven by assumptions and expectations. In McGregor’s concept, the attitude and approach of managers are the basis for either effective or incompetent management. McGregor spent little time providing actual steps or spelling out what to do. Instead, The Human Side of Enterprise and Theory X and Theory Y are more about how to look at management and the organization and how a manager’s attitude can contribute to or work against organizational functioning.

      McGregor (2006) saw traditional approaches to management as what he termed Theory X:

      
        	• The average human being has an inherent dislike of work and will avoid it if he can.

        	• Because of this human characteristic of dislike of work, most people must be coerced, controlled, directed, or threatened with punishment to get them to put forth adequate effort toward the achievement of organizational objectives.

        	• The average human being prefers to be directed, wishes to avoid responsibility, has relatively little ambition, and wants security overall.

      

      When McGregor described and analyzed Theory X, he brought up a couple of interesting points. First, he put a lot of the responsibility on the manager, not to make the worker work but, rather, to create the situation in which people will not work or will not put in a good effort. According to McGregor, when employees do not want to work, it is more likely a symptom of a bad situation rather than an indication of a bad worker. “Theory X explains the consequences of a particular managerial strategy; it neither explains nor describes human nature although it purports to” (McGregor, 2006, p. 55). He also highlighted the fact that in Theory X, the rewards connected to work are only significant outside work—that is, what can be purchased with money. In a very insightful observation, McGregor noted that “work is perceived as a form of punishment which is the price to be paid for various kinds of satisfaction away from the job” (McGregor, 2006, p. 53).

      Theory Y, on the other hand, saw employees as contributors to the organization, a way to integrate individual and organizational goals (McGregor, 2006):

      
        	• The expenditure of physical and mental effort in work is as natural as play or rest.

        	• External control and the threat of punishment are not the only means for bringing about effort toward organizational objectives. Man will exercise self-direction and self-control in the service of objectives to which he is committed.

        	• Commitment to objectives is a function of the rewards associated with their achievement.

        	• The average human being learns, under proper conditions, not only to accept but to seek responsibility.

        	• The capacity to exercise a relatively high degree of imagination, ingenuity, and creativity in the solution of organizational problems is widely, not narrowly, distributed in the population.

        	• Under the conditions of modern industrial life, the intellectual potentialities of the average human being are only partially utilized.

      

      “The principle of integration demands that both the organization’s and individual’s needs be recognized” (McGregor, 2006, p. 71). In other words, it depends on both sides to be successful. This is where he disagreed with human relations—that it is not just the worker but the organization as well that matters. He saw this as a need to change attitudes and perceptions on the part of management, that managers will have to revise their ideas about satisfying needs. It is not satisfying needs that management thinks exist; it is actually collaborating to discover the common ground for both sets of needs. “If employees are lazy, indifferent, unwilling to take responsibility, intransigent, uncreative, uncooperative, Theory Y implies that the causes lie in the management’s methods of organization and control” (McGregor, 2006, p. 66).

      One thing that is often ignored when people discuss McGregor and Theory X and Theory Y is that he never claimed that some of the actions connected to Theory X are always inappropriate. He stated that “assumptions of Theory Y do not deny the appropriateness of authority, but they do deny that it is appropriate for all purposes and under all circumstance” (McGregor, 2006, p. 76). Basically, McGregor wanted managers to question their assumptions about employees and see where a different set of assumptions might take them in better achieving worker commitment and effort: people will contribute more to the organization if they are treated as responsible and valued employees.

      It is important to note that McGregor was a realist in regard to his ideas. He admitted that management by integration and self-control takes time. It is a messy process, which he illustrated with examples throughout his book. The process requires a lot of dialogue, continual back-and-forth between management and employees. In addition, managers must have faith while relinquishing control. McGregor stressed the need to examine assumptions and asked managers to think about how they think. He was not telling them to change, but he was asking them to consider how they think and what that means to the organization.

      Drucker is truly a management guru. He wrote 39 books that were translated into more than 30 languages. His work and his ideas were relevant for more than 60 years, an amazing feat for anyone, never mind for someone in such a dynamic field as management. Drucker is often credited with coining the term information worker and recognizing the evolution of industry in the United States from factories to service. He built his ideas and theories around the core concepts of service. Additionally, unlike many other theorists, Drucker looked at management in both the for-profit and the nonprofit domains. Rather than just gush over his accomplishments, I want to highlight some of his key ideas, all of which are relevant to management, regardless of the setting. However, before I do, it is important to note that Drucker, like McGregor, rarely provided simple steps for managers to follow. Instead, he often presented broad concepts that can be shaped to work within different organizations and environments. It is this flexibility of ideas that plays a significant part in Drucker’s longevity of contribution to management.

      Central to all of Drucker’s work is the concept of respect—respect for the worker, respect for the organization, and respect for the customer/user/constituency. Managers and leaders have to begin with respect and build from there. For example, Drucker viewed employees as the most important assets of any organization. Managers should approach employees with respect for their contributions and work. This does not mean, however, that managers should not administer discipline, identify problems, or terminate bad employees. It simply means that managers and leaders need to respect the workers enough to trust them to do their job and to evaluate how well that work is done. Drucker put a lot of emphasis on identifying strengths, pointing out that employees can only build on strengths, not weaknesses. He understood that employees are adults and tend to be rather set in their outlook, attitudes, and values and, as a result, “one has to use people’s personalities the way they are, not the way we should like them to be” (Drucker, 1990, p. 147). Managers must respect the skills and abilities that employees have to offer and find ways to develop these to benefit both the employee and the organization. Drucker put responsibility for self-development onto the individual. Managers and leaders are responsible not only for their own self-development but also for the development of their subordinates. However, subordinates are also responsible for their own development as well as that of the leader. It is a very symbiotic relationship.

      One of Drucker’s better known management theories is that of management by objectives (MBO), in which manager and employee work together to set up goals and objectives for the employee to reach. The process further reinforces the importance of respect. The objectives need to be challenging but reachable—a balance that respects an employee’s abilities and potential. The objectives, though unique to each employee, are built within the framework of the mission and values of the organization. “The objectives should always derive from the goals of the business” and include how the contributions fit with the overall organization and how other employees are supported by other goals and objectives (Drucker, 2001, p. 115). After setting the goals, managers must follow up and make sure these objectives are met. This is not micromanaging; rather, it is a tool for self-management by providing constructive feedback and recognizing the work that is done. In other words, each manager is respecting the employees and their contributions. However, effective management is not limited to just respecting and developing employees. It also relies on understanding the organization’s constituency and its ability to deliver services. As mentioned earlier, service is central to many of Drucker’s tenets. It is essential for any organization to recognize whom it serves. Within that service pool, managers need to identify the most important groups—the key constituencies—and recognize how they are each unique. Services need to be tailored to fit these groups, but this has to be done within the context of the mission and values of the organization. Drucker viewed this as a particular challenge in the nonprofit sector, in which helping and assisting communities, rather than making a profit, is the goal. The way to respect and serve the organization’s constituency is to provide the highest level of service based on what is possible for the organization. No organization can be everything to everyone. Instead, organizations must identify what they can do and do well based on what is needed by those they serve.

      All these ideas should happen within the context of planning for the organization. Drucker stressed again and again the importance of continually looking forward and the need to innovate and evolve as the needs and expectations of an organization’s community and environment change over time. The biggest mistake an organization can make, according to Drucker, is to rely on past successes. This focus allows an organization to become complacent and miss opportunities for innovation and growth. The guiding principle in all of this should be the mission of the organization. The mission, according to Drucker, should focus on how the organization wants to be remembered.

      As influential as Drucker and McGregor are, there are many other important modern theories and theorists. These theories evolved from the classical theories and from the behavioral school, even if in reaction to rather than collaboration with the ideas. As the business world began to expand well beyond national borders, management ideas from other cultures began to influence the practice of and approach to management.

      SYSTEMS THEORY

      Systems theory grew out of the sciences, particularly biology, physics, and thermodynamics, although it is used in many others. Theorists realized that there was a relationship between how nature functions and how organizations function, that there were more than just simple, linear lines of work and clearly visible relationships within an organization. The underlying concept of this theory is a big picture or holistic way of looking at the overall organization. This approach involves both the overall workings of an organization and how the different departments interact and work together to achieve a common goal. An important concept in systems theory is the idea of synergy, or how the whole is more than just the sum of its parts.

      Systems theory grew out of a response to scientific reductionism. Basically, the classical theories all tended to focus on the idea of differentiation, of breaking down organizations into parts, which when put together will create a well-functioning organization. There is very little in the early theories about relationships and interaction. Systems theorists believe that it is not the individual part but the whole that is important. That is not to discount the individual; rather, the point is to focus on the contribution to the larger picture rather than separate out the individual. Knowledge lies in discovering the nature of the whole, not in analyzing the parts. The focus is on the whole and on interdependent relationships. The relationship among the parts is as important as the parts themselves; this is why the whole is greater than the sum of its parts. The systems paradigm is based on the conceptual orientation that replaces traditional linear, analytical, and reductionist thinking with an organismic, dynamic, synthetic, and expansionist view of the world.

      Systems thinking (or systems theory) has two main objectives, both of which are aimed at enabling the thinker to manage dynamic complexity, as one might find in an organization. First, it aims at discovering the patterns that lie behind events (seeing not only the obvious but also what is underneath). Second, it helps to empower the individual to manage those patterns of events. Look at it this way: systems theory is a way of looking at an organization (or a department) so that you can figure out who works together, what functions are symbiotic and which are parasitic, what is and is not being done.

      Another important characteristic of systems theory is the relationship with the environment. Organizations as systems do not exist in a vacuum but as part of a larger organization or social entity. The idea is that smaller systems work within larger systems, which help the functioning of the overall system. Within this context, systems can be split into two categories: closed and open.

      Closed systems are separate from their environment. There are strong boundaries between the organization and the environment. Most closed systems do not rely on their environment for functioning; they can be picked up and moved to any spot. However, closed organizations tend to stagnate and die because there is little opportunity for innovation or change. The strong boundaries of a closed system discourage the introduction of new ideas or any recognition of changes to the larger environment.

      Open systems, on the other hand, interact with the environment both with inputs and outputs. Open systems are able to evolve and change with changes in the environment. They can be both proactive and reactive, but either way, an open system has limited, permeable boundaries in order to interact with the environment. The boundaries in open systems allow for direct involvement with the environment, which in turn provides opportunities for feedback and the potential for innovation and growth.

      THE LEARNING ORGANIZATION

      The concept of the learning organization developed out of the need for organizations to be able to adapt and evolve within a dynamic environment. Although many theorists have introduced and analyzed the learning organization, few have been as successful or as well known as Peter Senge and his book The Fifth Discipline (1990). The main thrust of the theory is that organizations need to be able to learn in order to adapt. The way to do this, according to Senge, is to develop the five disciplines, which when used together will allow an organization to grow into a learning organization. The five disciplines are as follows:

      
        	1. Systems Thinking

        	2. Personal Mastery

        	3. Mental Models

        	4. Building a Shared Vision

        	5. Team Learning (Senge, 1990, p. 10)

      

      Senge did not present the five disciplines as steps or goals to be achieved. Instead, he saw the disciplines as ideals to constantly strive toward. It is not that it is impossible to achieve the disciplines, it is simply that the dynamic nature of organizations and their environment mean that there is always more to learn. “To practice a discipline is to be a lifelong learner . . . you spend your life mastering the disciplines” (Senge, 1990, p. 11). Senge further explained the idea of the learning organization through his “laws.” A common thread through Senge’s laws is that we tend to take action or make decisions based on the immediate past, and our past may lead us down the wrong path. We may create problems for ourselves and have our actions reinforced because the immediate aftermath may indeed be positive, but eventually the lack of foresight leads to further problems that were not foreseen (success leading to failure).

      QUALITY THEORIES

      The quality theories share many principles with the learning organization, such as constant learning and improvement. These theories focus on the quality of work and the participation of all employees in the improvement of the organization. Not surprisingly, teamwork and group decision making are central to these theories.

      The quality theories evolved from the Japanese management model, and the principles reflect many characteristics of Japanese culture. Perhaps the most significant characteristic is the importance of the group (the organization) over the individual. This approach is counter to Western, particularly American, culture. Any attempt to implement the quality theories requires a long-term commitment to organizational development and buy-in at every level of the organization, particularly in administration.

      One of the earliest theorists to introduce Japanese business models to American industry was W. Edward Deming (1900–1993). His contribution to management is significant. Early in his career, Deming (1986) advocated moving away from traditional management models and using a statistical quality control process. Deming felt that this process provided managers with a reliable way to determine the best course of action, to intervene to make corrections or to be hands-off and allow the work to continue as is. Although his ideas had some success in the United States, it was not until after World War II that his theories of using statistical controls to maintain quality processes were widely recognized and used. Deming’s contribution to Japan’s industrial recovery cannot be underestimated. He is often credited for making a significant contribution to the overall resurgence of Japan’s industries after World War II.

      Deming’s ideas and his work with Japan provided a strong base for and influence on the later quality theories. One such theory is Theory Z, developed by William Ouchi (1943–). Ouchi introduced Theory Z as an attempt to westernize the Japanese organizational theories. Ouchi recognized, correctly, that it is not possible to simply transfer the same managerial practices from Japan to the United States. There had to be some adjustment for the different cultures and mind-sets. The focus of Theory Z is more on organizational philosophy, concentrating on the best way to manage rather than on the technology or methods of production. Ouchi viewed organizational philosophy as “primarily a mechanism for integrating an individual into an organization . . . a mechanism for integrating an organization into society . . . an elegant informational device” (Ouchi & Price, 1993, pp. 68–69). In other words, organizational philosophy acts as the basis for socialization and the setting of goals and expectations, and because all members of an organization are thus socialized, “a philosophy of management provides a form of control at once all pervasive and effective because it consists of a basic theory of how the firm should be managed” (Ouchi & Price, 1993, pp. 68–69).

      Theory Z advocates something similar to a clan model (Ouchi & Price, 1993) in which there is homogeneity of values and expectations. Socialization into the clan usually results in individual goals being aligned with clan or organizational goals. The organizational goals should also be aligned with those of the larger society. This relationship among goals helps to counter any potential conflict between individual and organizational goals. Ouchi was trying to provide a framework for organizations to look beyond just profit and be able to focus on goals such as quality of employees and of product. When organizations align with societal goals, they tend to be more productive and stable because they are working toward common goals with employees. The process also helps to better integrate individuals into the organization because it is not necessary to socialize individuals into an organization and try to focus on goals if they are already in line with larger societal goals.

      As with Deming’s ideas, Theory Z requires a large commitment of time and resources, a point that Ouchi acknowledged. Although a bit idealistic in his views, he recognized that to be successful, a philosophy has to begin at the top—with those who have power—and it has to be tested through practice and then be taught. It is not an automatic process.

      Two other significant quality theories are Kaizen and Six Sigma. Both focus strongly on continued improvement throughout the organization. Kaizen is an all-encompassing theory, one in which workers are as responsible as administrators for contributing to continued improvement. Frontline workers are expected to provide suggestions for improvement of processes; their input is viewed as more valuable because they continually participate in the process. Decision making is a group process. The Kaizen model is very different from the more traditional management styles of command and control.

      Six Sigma is also focused on quality and was developed in the United States at Motorola. The principles of Six Sigma are based on Deming’s ideas. The underlying principle is that the goal of the organization is to lower the number of defects in the manufacturing process. The term Six Sigma comes from statistical modeling and represents a 99.99966 percent quality of production, with only 3.4 defects per million items produced. Six Sigma is achieved through a process of constant improvement, including the contributions of all employees. This process is done within a framework of strong leadership, guidance from mentors and champions (who are rated in terms of belts—green belts, black belts, master black belts), and a commitment to decision making based on verifiable information rather than intuition or guesses. As with the other quality theories, Six Sigma requires commitment and training, including off-site training for advancement to different stages of belts.

      Although the quality theories are more applicable to the manufacturing industries, service and nonprofit organizations can adapt the principles to help improve the quality of service. For example, the practice of soliciting input from frontline workers is useful when making decisions about introducing new services, making changes to policies, or adding to existing collections. Socializing individuals into an organization can encourage loyalty, especially when organizational goals and individual goals align. Finally, although service cannot be measured in the same way as manufacturing, trying to minimize mistakes and missteps as much as possible can only benefit the organization.

      CONCLUSION

      At best, this chapter has provided an incomplete overview of management theories. There are many popular theories that I have not discussed, and there are new theories and ideas of management being introduced all the time. Books such as The One Minute Manager and Who Moved My Cheese? provide commonsense suggestions and practices for effective managers. In the 1960s, there was a resurgence of the principles of scientific management with the introduction of management science, a theory focused on the use of inventory control, probability models, and other scientific solutions to management problems. Management scholars are continually introducing ideas about management, decision making, motivation, and leadership, and they will not stop any time soon. There is always going to be a new idea, a new approach to management, but regardless of what is introduced or presented, it will be influenced to some degree by at least one of the theories or concepts introduced here.

      However, before we move on to the next chapter, there are a couple of points I want to bring up. First, in the review of these theories, you might have noticed a few things that have not been mentioned, such as diversity and gender difference. Follett is one of the few theorists who noted the differences between men and women. Without sounding too stereotypical, she presented a more nurturing point of view regarding management. This approach is related somewhat to her own background because she spent time working with social and charitable organizations. The discussion of diversity in management is also limited in these theories. What is available generally focuses on the importance of a diverse workforce along with a little discussion of the potential tension that can arise out of the inherent differences. It is important to recognize that these omissions are not necessarily intentional; rather, they are more a reflection of social norms. Before the civil rights movement, the prevailing mind-set was one of a homogeneous workforce (i.e., a white, male workforce), but this perception has changed over time. As with any discipline, it takes time for the management theories to catch up with the current perceptions of society. As more women take on leadership roles and as diversity in society and in organizations becomes commonplace, theories of management will develop to incorporate these characteristics into the management mind-set and discipline.
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      CHAPTER 2

      Human Resources Management

      Mónica Colón-Aguirre and Diane L. Velasquez

      The most important resources in a library are the people. Without the people who run the different functions in the library, the organization cannot operate efficiently and productively. Making sure that each librarian or staff member comes to work and gives the best that she can to serve her patrons is a responsibility of the management team that runs the library. Human resources management (HRM) is the most important job of the director, dean, or manager of a department. Everything that happens while being a director or manager is tied to HRM or personnel issues that occur daily in the library with staff.

      The management team in a large or medium-sized public or academic library usually consists of a director and heads of the different departments. In a small academic, special, or public library, most of the professionals (librarians) report to the director or dean. The paraprofessional, student, and volunteer staff are usually supervised by the librarians. In a solo or very small rural library, there may be just a librarian and one or two other staff members.

      WHAT IS HRM?

      HRM is everything that concerns hiring, retaining, disciplining, losing, and terminating staff. Management of the people and the paperwork associated with the staff can be enormous, depending on the number of personnel employed by the library. Federal and state legal requirements come into play and must be taken into account. Some states have more complex laws than others. Every staff person’s records are confidential, and no one has the right to see them except the HR department, the employee, and the supervisor of that employee. The ability to manage everything and keep up to date on all the state and federal laws can, at times, be daunting.

      HIRING

      Hiring a staff member for a library begins the cycle of bringing an employee into the organization. Everyone who is considered for a position typically runs through the same process of answering a job ad with a cover letter, résumé, and three professional references. How does this cycle begin on the library’s side? Let’s see.

      Let’s say there is an opening at the library for a page or shelver to work 20 hours a week. Human resources management—whether handled by an individual or multiple people library-wide or by the director’s assistant, who is responsible for the administrative piece—starts with the circulation manager or department head telling the director that there is an opening for a page. What happens next?

      
        	1. Make sure a solid job description is in place.

        	2. Place an ad at the local high school(s), community college(s), and job board(s), and on the library website, as well as organization websites (city, university or college, etc.).

        	3. When the résumés start coming in, screen them.

        	4. Give the résumés to the hiring manager or search committee, which further screens the résumés.

        	5. Call the top 10 to further screen for salary demands, hours, and the like.

        	6. Run background checks.

        	7. Bring in the top candidates (usually the top three).

        	8. Offer the job to the top candidate.

      

      All the steps in hiring someone appear easy, right? Depending on the position, the salary level, how many résumés are sent in, and the screening, the process can be easy or hard. There are no hard and fast rules when screening résumés. Everyone who has screened cover letters and résumés usually has some ideas about the quality. Are there typos or misspelled words? That is usually a clue that the person rushed through the process of submitting the letter and résumé. This lack of proofreading can give some insight regarding how well someone will handle details on the job.

      Job Description

      The job description is very important. A job description placed on the library’s website gives candidates a snapshot of what the job will entail. For example, a page or shelver

      
        	• Primarily shelves books

        	• Puts them in Library of Congress (LC) or Dewey Decimal Classification (DDC) order

        	• Empties the book collection bins

        	• Helps process books with technical services when shelving is slow

        	• Helps at circulation

        	• Can bend, stoop, lift at least 40 pounds (book boxes can be heavy), and sit and stand for extended periods

        	• Can read and speak English fluently

        	• Can use computers

        	• Can perform all other duties as assigned

        	• Works 20 hours per week as scheduled by the circulation manager

        	• Receives minimum wage or just above that level

      

      This job description is very basic, but it illustrates all the essential points of any job description. Every position in the library from the dean or director on down should have a written job description that is updated every three to five years at the minimum. Yearly updates to these job descriptions are better done when the annual reviews take place because such coordination allows for a specific time frame and ensures constant revision.

      Although the preceding job description is simple, a formal job description should include the following items:

      
        	1. Job title

        	2. Pay grade or schedule

        	3. Identification of job

        	4. Educational requirements

        	5. Summary of job duties

        	6. Activities and procedures

        	7. Relationship of the job to the institution (including to whom the position will report)

        	8. Job requirements

      

      None of the listed items is difficult to come by and should include the title of the person to whom the position will report. Job openings are usually posted on media, which vary according to the type of library seeking new employees. Media can include the library’s website, a professional or trade journal, a professional association’s website, and even the local newspaper. Other forms of advertising open positions include word of mouth and specifically targeting individuals who have the desired work skills. If the latter is the case, all a library manager or employee can do is invite the individual for an interview, not offer the job directly.

      Interviews

      After the job has been advertised and the due date for application has passed, the process of reviewing applications will take place. During this process, either a committee, the library director, or a hiring manager in charge of the search will go over the job packets submitted by interested candidates. Two common steps in this process are to weed out applications that do not match the job requirements or that are incomplete and to select those that demonstrate the most promise based on what the job is and what the job packet materials show. For jobs that receive a lot of interest and therefore a lot of applications, it is common at this point to separate the top candidates for a phone interview. This group usually includes about six to ten of the top candidates, depending on the applicant pool and the time available to the hiring committee or manager.

      In some library environments, the phone interview is the totality of the job interview, and from there the best candidate will be chosen. In other library environments, the phone interview is the first cutoff point in selecting the best candidates. In the latter case, from the information provided and the rapport established between the job applicants and the interviewer(s), the top candidates are then selected for a face-to-face interview. The most common occurrence is to call in the top three candidates for a face-to-face, on-site interview, although it is not uncommon in some libraries to have two to four candidates.

      Once the interviews with the top candidates have been scheduled with the hiring manager and HR department—whether by phone or face-to-face—it is time to start considering the interview questions and the overall behavior. In some organizations, the successful candidate goes through three or four interviews before being offered the job, so what kinds of questions should and should not be asked of someone looking for a job? In other words, is anything off limits?

      The general rules to follow when asking interview questions should take into account the most pertinent laws that regulate employment in the United States. Some of those laws are the following:

      
        	• According to Title VII of the Civil Rights Act of 1964, the candidate cannot be asked specific questions about national origin, race, color, religion, and sex.

        	• Under the Age Discrimination in Employment Act (ADEA), candidates cannot be asked their age.

        	• All candidates being interviewed cannot be asked about national origin or citizenship under the Immigration Reform and Control Act (ICRA).

        	• The Americans with Disabilities Act (ADA) does not allow hiring managers to ask about disabilities.

        	• The National Labor Relations Act (NLRA) does not allow questions about union membership.

        	• If the candidate is a former member of the uniformed services, the questions are limited under the Uniformed Services Employment and Reemployment Rights Act (USERRA).

        	• Financial questions are limited under the Bankruptcy Act.

        	• Questions regarding children or family situation are not allowed under the Child Support Enforcement Amendments.

        	• Questions about pregnancy (currently or as future plans) are prohibited under the Pregnancy Discrimination Act (PDA) and the Family and Medical Leave Act (FMLA).

      

      The laws in the preceding list are just the federal laws that need to concern hiring managers. Each state also has laws that could come into play. Some states are stricter than others.

      Unless the candidate makes a comment regarding any of the listed items, no one can ask a question about those things. There are questions that can be asked, but the person asking must be careful about how the questions are phrased. Here is a list of example questions that are allowed and that follow the guidelines set out in the laws:

      
        	1. What’s your name?

        	2. Are you a citizen of the United States?

        	3. Are you 18 years of age or older? (For some jobs, minors of 14 years of age or older can be considered, due to state allowances for part-time employment of minors.)

        	4. Can you supply transcripts of your education?

        	5. If hired, can you prove eligibility to work in the United States?

        	6. What professional associations are you a member of?

        	7. Are you available to travel frequently?

        	8. Can you work overtime with no notice?

        	9. Can you work evenings and weekends?

        	10. When we check references or perform a background check, are there other names we should look for?

        	11. Have you ever been convicted of a crime?

        	12. Are you capable of performing the essential functions of this position with or without reasonable accommodation?

        	13. Will you sign a form authorizing us to perform a credit check?

        	14. What experience did you gain in the uniformed services (military) that is relevant to the job you would be doing?

      

      A specific law to consider is alluded to in question 12, which mentions “reasonable accommodation” and refers to the Americans with Disabilities Act (ADA). A reasonable accommodation is a minor change in the work or the setting in which the work is performed that will enable a person to perform the work and without which it would not be possible. Question 12 is asking directly if the prospective employee will need some sort of change to the work environment. A reasonable accommodation can be as simple as an ergonomic keyboard or as difficult as a specific desk or chair. The employer must provide reasonable accommodations to candidates who have disabilities, as stipulated by the Americans with Disabilities Act, and need of a reasonable accommodation should not interfere with hiring the person applying for the job.

      If a candidate knows the law and is aware of what can and cannot be asked, interviewers who have not been trained can be tripped up if they ask the wrong types of questions. Every now and then a story is told about someone who asked inappropriate questions. The lawsuit payouts for these types of offenses, if someone chooses to sue, can be big and, if the jury determines that the employer is out of line, can be detrimental to the organization’s image by giving the impression that it failed to properly train its hiring manager or that it is a bad place to work and relies on dubious hiring practices.

      The Society for Human Resource Management (SHRM; www.shrm.org) has some good resources available for nonmembers on its website regarding interview questions and human resources in general. If the library or its parent organization has a human resources professional, becoming a member of SHRM is never a bad idea.

      Background Checks

      Before offering a job to someone, do a background check. Depending on the position, many types of background checks may need to be done, and in some states, a background check is a required part of applying for a job with any governmental agency or unit. Criminal and education background checks are two of the most common. The criminal background check makes sure there are no surprising felonies in the candidate’s background. If the person will be working around children, this is imperative.

      Education background checks are meant to verify a person’s degrees. It can be problematic if someone claims to have a master’s degree in anthropology from Utopia University and an MLS from the same institution but cannot come up with the transcripts. At that point someone should call or, if the university is local, take a trip to Utopia University to verify that the applicant attended. Universities have procedures to verify whether a person graduated from the institution. The registrar’s office is usually a good place to start inquiries of this nature. People are not always truthful on résumés or curricula vitae, and checking to verify attendance is sometimes the only option. If candidates provide transcripts in sealed envelopes from all their education institutions, then your organization is home free. Many times, informal transcripts are scanned in a PDF file provided to the hiring manager with the provision that formal transcripts will be provided if the candidate is hired.

      At some organizations, especially if the person is going to be bonded in order to handle money, a financial background check will be necessary. The financial background check ensures that the person has never embezzled or had major problems with money.

      All background checks need the prospective employee’s approval to move forward. The prospective employee will need to sign a document giving permission to perform whatever types of background checks are required by the organization. When verifying previous employment without a prospective employee’s approval, the previous employer can only confirm employment status (i.e., yes, the individual worked there), dates of employment (e.g., when the person worked there), and the title held while employed. That’s it. If more is given and the person is the top candidate but loses the job because of something said by a former employer, the prospective employee can sue the former employer. So be very careful about what you say about somebody who has worked for you. Libraryland is a very small place, and word gets around eventually.

      If the prospective employee will be driving a company or a personal car for business, the organization is within its rights to request a driving record. Anyone can obtain a driving record by paying the fee and providing the person’s driver’s license number. The driving record report will state whether the person’s license is valid currently, is suspended, or has been revoked. The report will also show any violations and points that are on the person’s record. All accidents and violations (tickets) that have been reported will be listed.

      Job Offer

      Depending on the type of organization, once the candidate is chosen, the job offer may be verbal, written, or both. A verbal job offer allows an opportunity for the prospective employee and the manager to negotiate the terms of the agreement. When being offered a salary, a candidate should not be afraid to negotiate because most hiring managers will lowball the offer. The candidate is always better off going in with a higher request than what is offered the first time. Why? All positions have a high–midpoint–low range. For instance, instead of page, maybe this position is classified Librarian I. The high point may be $55,000, the low point $37,000, and the midpoint would be $45,500. For a new hire, the hiring manager probably does not want to pay more than $41,000. How is this figured? The median between the low point and the midpoint is $40,500. There is usually some wiggle room, as is the case when the job that is advertised came up due to employee retirement. Let’s say the person who retired was a Librarian V who was making $75,000. It is always cheaper to bring in a Librarian I making $41,000 plus benefits at entry level. What is the point here? Negotiate. What’s the worst that can happen? The answer will be no, or maybe some additional perks can be negotiated, as is discussed later in the chapter. Just saying okay and maybe being unhappy with your salary later can breed morale issues and unhappiness with the whole situation in a couple of years. The hiring manager would rather have a happy employee than one who is not.

      Once the negotiation is completed, a letter should go out putting the terms in writing. This enables the HR department to know exactly what was agreed to between the employee and the hiring manager. The letter will specify the start date and any other perks that may have been negotiated and that are different from the norm.

      Pay

      Everybody likes a paycheck, and it is needed to live. The ability to survive is crucial, and it shows up on Maslow’s Hierarchy of Needs. When looking at finances, which will be done in a later chapter, the majority of the budget for a library or information center covers personnel pay and benefits and is typically 45 to 55 percent in libraries (academic, public, and special). When a line item in a budget takes up that much of the overall total, it is important to understand what goes into the numbers. For this example, we will assume that $50,000 is being paid biweekly, or in 26 pay periods.

      As table 2.1 demonstrates, the employer is responsible for Social Security (FICA) taxes, Medicare, federal unemployment tax (FUTA), and the employer’s portion of any medical, dental, or vision plans if offered. The employee is responsible for Social Security taxes, Medicare, the employee’s portion of any medical, dental, or vision plans, and any 401(k) or pension plan contributions. The state tax liability can vary by state, and some states (Alaska, Florida, Nevada, New Hampshire, South Dakota, Tennessee, Texas, Washington, and Wyoming) do not collect any state income taxes.

      TABLE 2.1 Salary deduction example

      
        
          
            	
               

            
            	EMPLOYEE’S BIWEEKLY DEDUCTION
            	EMPLOYEE’S FULL-YEAR DEDUCTION
            	EMPLOYER’S BIWEEKLY CONTRIBUTION
            	EMPLOYER’S FULL-YEAR CONTRIBUTION
          

        
        
          
            	
              Salary

            
            	
              0

            
            	
              0

            
            	
              1,923.08

            
            	
              50,000

            
          

          
            	
              Federal Taxes

            
            	
              126.51

            
            	
              3,289

            
            	
              0

            
            	
              0

            
          

          
            	
              State Taxes

            
            	
              67.31

            
            	
              1,750

            
            	
              0

            
            	
              0

            
          

          
            	
              FICA (Social Security)

            
            	
              124.04

            
            	
              3,225

            
            	
              124.04

            
            	
              3,225

            
          

          
            	
              Medicare

            
            	
              27.88

            
            	
              725

            
            	
              27.88

            
            	
              725

            
          

          
            	
              Medical/Dental

            
            	
              125.00

            
            	
              3,250

            
            	
              213.46

            
            	
              5,550

            
          

          
            	
              Unemployment Tax

            
            	
              0

            
            	
              0

            
            	
              115.38

            
            	
              3,000

            
          

          
            	
              TOTAL

            
            	
              470.74

            
            	
              12,239

            
            	
              2,403.84

            
            	
              62,500

            
          

        
      

      SOURCE: Internal Revenue Service (2018), Publication 15: (Circular E), Employer’s Tax Guide.

      Libraries have traditionally paid poorly. The discussion of this situation is a philosophical one and does not belong here. The point here is that paying your employees appropriately for the location will result in happy employees who will want to stay with the library.

      Benefits

      Some libraries only provide benefits for full-time employees, whereas other libraries will prorate benefits for part-time employees. One of the advantages of having part-time employees is not paying medical and other optional benefits. The decision is usually made at the governmental agency level if the library is a public agency, such as a state university or city public library. If the library is a true nonprofit that receives no tax dollars, the decision is up to the nonprofit itself.

      Other benefits that many in management do not often consider are vacation pay, sick leave, and paid time off (PTO). These are benefits that all employees should get whether they are full- or part-time. The determination of whether part-time employees get prorated vacation pay, sick leave, or paid time off is typically made at the policy level of the library or parent organization. Depending on how the time is accrued, such benefits can be perks that are good negotiating tools if someone wants a higher salary but the organization cannot afford it. For instance, professional development can be a touchstone for many professionals. Attending conferences and presenting papers can be meaningful professional development. Often, it can be difficult to get the time off. If the librarian is involved in the American Library Association (ALA) or one of its divisions or round tables, conference attendance can be an important negotiating point. Giving the person paid time off that is not vacation time, along with a minimal amount of travel money to defray expenses, can sometimes be more valuable than a salary boost. The key points are to not go back on management’s word and for the new hire to get this agreement in writing.

      NEW HIRES

      Once the shelver or page in our example is hired, this person is now termed a new hire. Each new hire has to go through a plethora of paperwork and begins the indoctrination into the ways of the library. Typically, the new hire will fill out the W4 federal tax withholding form and the federal I-9 form (proving citizenship by showing two forms of ID) and will read the library handbook of policies and procedures. The employer will explain how the pay system works and where time cards are turned in (electronic or paper). Once all the paperwork is signed, the new shelver should be turned over to the hiring manager for training.

      FEDERAL LEGAL PROTECTIONS

      In the United States, there are certain federal laws that human resources departments or human resources managers need to make sure they are following. These are the federal legal protections that Congress has passed over many years to ensure that employees are not discriminated against or paid incorrectly. These protections make sure that the employer treats the worker fairly in the workplace. All employers that have more than 15 employees need to follow these laws.

      Civil Rights Act of 1964

      Title VII, the Equal Employment Opportunity provision of the Civil Rights Act of 1964, protects an employee from discrimination based on national origin, race, color, religion, and sex (gender). The protections are tied to the Civil Rights Act of 1964, and there have been enhancements and improvements based on congressional and federal court actions. All rights under this act are regulated by the Equal Employment Opportunity Commission (EEOC).

      Fair Labor Standards Act (FLSA)

      The Fair Labor Standards Act (FLSA) determines whether a particular position is considered exempt or nonexempt. Many positions classified as “professional,” such as librarians and managers who supervise two or more employees, are considered exempt, which means that these employees are paid a set salary and are not eligible for overtime pay. Employees who do not supervise personnel, have no input on policies or procedures, and are not considered professional employees are classified as nonexempt and are entitled to overtime pay. A good example of a nonexempt employee is an administrative assistant, a clerk, or a page. Many employers feel that if the employee is deemed “hourly,” that is the only test needed, and all such employees are nonexempt.

      Age Discrimination Act of 1967

      The Age Discrimination Act of 1967 prohibits employers from discriminating against people over the age of 40 regarding hiring, promotion, termination, compensation, or the terms, conditions, or privileges of employment (Department of Labor, n.d.). Age discrimination is also regulated by the Equal Employment Opportunity Commission (EEOC).

      Continuation of Health Coverage (COBRA)

      The Consolidated Omnibus Budget Reconciliation Act (COBRA) gives workers and their families who lose their health benefits the right to choose to continue their group health coverage provided by their employer for 18 months under certain circumstances such as voluntary or involuntary job loss, reduction in the hours worked, transition between jobs, death, divorce, and other life events. Qualified individuals will be required to pay the entire premium for coverage up to 102 percent of the cost of the plan.

      Occupational Health and Safety Act (OSHA)

      The Occupational Health and Safety Act (OSHA) stipulates that all employees are entitled to safe work environments free from workplace hazards. All workplaces have potential hazards, and it took more than seven years to write all the OSHA regulations. All employees have a right to file anonymous complaints with OSHA. The employer cannot or should not retaliate. If it does, the employee can file another complaint within 30 days. In libraries and information centers, repetitive motion injuries can be hazardous to employees’ health, so schedule breaks often. Make sure that employees lift objects correctly. Worker’s compensation injuries are expensive for employers, and no one wants to be injured on the job. To minimize the potential for injury, encourage employees to be careful and to take their time.

      Another aspect of the work environment that is closely regulated by OSHA is building and work area safety. The law stipulates that the building must be a safe one, with appropriate emergency exit routes that are clearly marked, and that specialized equipment must be provided for employees who handle hazardous materials. In libraries these topics are not completely foreign to the work. Employees who work with older and specialized materials, for example, should be provided with face masks and gloves, not only to protect the materials from damage but also to protect those who have to handle them. It is also worth pointing out that having a safe building in terms of exit routes and fire alarms, among other features, keeps not only library employees safe but patrons as well. Therefore, per OSHA regulations, all areas must be well lit, be accessible, and have clear exit routes in case of emergency.

      Americans with Disabilities Act of 1990 (ADA)

      The Americans with Disabilities Act (ADA) prohibits employers with more than 15 employees from discriminating against qualified individuals. Employers must make “reasonable accommodations” for employees. Some disabilities are easily seen, such as those that require use of a wheelchair. Other disabilities, such as acute asthma or fibromyalgia, are invisible. All individuals with disabilities need to have some accommodations, according to the ADA. The amount of the accommodations may vary, and some are not as noticeable as others. Unseen disabilities, such as respiratory and nervous afflictions, tend to be misunderstood because the individual appears unimpaired. However, walking up steps when there is no elevator or not having a disability parking placard can be problematic for someone with asthma. The employer should be just as empathetic with unseen disabilities as with seen disabilities and allow for accommodations under ADA.

      The Family and Medical Leave Act (FMLA)

      According to the Family and Medical Leave Act (FMLA), all employees with one year or more of service with an employer are entitled to 12 weeks of unpaid leave for certain medical and family situations (e.g., adoption, caring for a parent) affecting either the employee or a member of the covered and eligible employee’s immediate family; however, in many instances paid leave may be substituted for unpaid FMLA leave. The FMLA allows the 12 weeks to be taken all at once or cut up into days or hours at a time. How the 12 weeks (480 hours) are used is up to the employee and employer. In most cases, it is to the employer’s benefit to be generous and flexible with the employee in negotiating the hours provided by the FMLA. In many cases, employees with a sick parent or terminally ill family member will use up all vacation and sick time first before using FMLA time.

      Health Insurance Portability and Accountability Act (HIPAA)

      The Health Insurance Portability and Accountability Act (HIPAA) provides protection for certain health information. The act includes rights and protections for participants and beneficiaries in group health plans by providing individuals control over how their health information is used. HIPAA includes protection for coverage under group health plans by limiting exclusions for preexisting conditions, prohibits discrimination against employees and their dependents based on their health status, and allows a special opportunity to enroll in a new plan for individuals under certain circumstances.

      Genetic Information Nondiscrimination Act of 2008 (GINA)

      The Genetic Information Nondiscrimination Act of 2008 (GINA) is a federal law that prohibits discrimination in health coverage and employment based on genetic information (Department of Health and Human Services, 2009). GINA provides a baseline level of protection against genetic discrimination for all Americans. Some states already have laws that protect against genetic discrimination in health insurance and employment situations. The degrees of protection provided vary widely, with some states having less coverage and others more. All entities that are subject to GINA must, at a minimum, comply with all applicable GINA requirements and may also need to comply with more restrictive state laws.

      DISCIPLINE

      The downside of managing employees is that sometimes employees push the limits of behavior, do not do their jobs, show up late all the time, provide patrons with poor customer service, or treat other employees poorly. What should a manager do to make sure that the employee and employer are covered in such instances? Document everything. Write everything down so that if the issue is one of performance, there will be specific examples of the problem. If an employee or staff member sends out a letter full of misspellings to a patron and the manager finds a copy of the letter in the file, keep a copy in your office file under the employee’s name. All managers should have a file for every staff member they supervise. All excellent and poor things done should make their way to the file. How can someone remember at evaluation time everything that needs to be covered? The file, or documentation of what has occurred, can assist.

      Every time the employee is late or absent, whether this is the big issue or not, should be written down. Attendance charts should be kept for every employee so that if someone takes a vacation day, takes FMLA time off, is tardy, or is ill, it is easy to keep track of the time off. This way, if someone is abusing the system, it is easy to tell. With computers, Excel is easy to set up to track attendance, as is a database in Access.

      The most commonly applied system of discipline is progressive discipline. This term refers to a set of steps to follow in the disciplinary process so that all the parties involved know which procedures will take place. These steps follow a set, progressive pattern. The only thing that varies from one organization to another is the length of time between steps. The other notable exception to this process is a union contract that sets out the time frames or steps to follow; in the absence of these, err on the side of generous time frames. It costs money to replace employees. Second chances are much cheaper.

      Verbal warnings occur once a pattern appears to have been set. The employee has begun to be late every Monday or Friday, let’s say. It has happened every Monday for a month. On the fifth Monday, the employee should be brought into a meeting with the supervisor to discuss the problem. If the meeting is done in a positive way because the manager wants to help the employee fix the problem, this may be the only warning that need occur. The verbal warning is between the employee and supervisor. It is documented by the supervisor, dated, and put in the employee’s file with a limit of 45 to 60 days to fix the problem. Many things could occur in the meeting. The supervisor may discover a child care issue, with the provider not ready to take the kids at a certain time. Perhaps changing the employee’s start time by 15 minutes would solve the problem, or maybe there is something else going on. Whatever it is, stay flexible, keep it confidential, and try to assist the employee. Sometimes just listening is all that is needed. Once more, keep it confidential—no one else but you and the employee needs to know what is going on. If this warning solves the problem, great—it is all done. If not, there is a next step in the formal discipline process.

      The next step is a written warning. Typically, a written warning is completed and signed by the supervisor’s boss. Again, the employee is brought in, the issue is discussed, and ideas are floated about how to solve the problem. At this point, the time frame is again generous—60 to 90 days—to give the employee a chance to solve the problem. The employee is also told that a final warning will be given at the end of the 60 or 90 days. The final warning means that the individual could be terminated from the job.

      At the end of the prescribed time frame (60 or 90 days), if the employee has not solved the disciplinary issue, the employee is given a final warning of 30 days. At this point the staff member is told that if the problem is not solved within 30 days, terrible things will occur, up to and including termination. If the employee has not fixed the problem in 30 days, there are some things that should be done prior to letting the employee go.

      The day before the employee is to be let go and after the individual has gone home, erase the person’s log-in and password from all computer systems that the employee has access to. Some people get very testy when they are fired and may do all kinds of damage to the integrated library system (ILS), electronic databases, and anything else they can think of, including e-mail. Servers can be very vulnerable during this time. Any office security pass codes should be changed. The morning of the termination, make sure you are the first one in the library along with your IT and security people.

      After letting the person go and handling the final check issues according to state law, have the person walked out of the building after packing up any personal items. People do get upset and can make many unwise decisions at this point, and you want to make sure that you, your staff, patrons, and the library stay safe. Make sure to get all key cards, keys, and any security items back. This step will prevent common pitfalls, such as employees taking materials or equipment they think they are entitled to take as a payoff for the loss of employment.

      RETENTION

      Hiring and training new employees is expensive. Once someone is on board and trained, most organizations want to keep that individual employed unless a performance problem arises (see the “Discipline” section earlier in this chapter). If the person is a great hire, works hard for the organization, and contributes to the library, everyone should be happy. How do we keep these great hires? Good morale in the workplace is the most important contributor to retention, but many organizations do a really poor job of nurturing it. Good communication with all employees is one aspect. Make sure everyone knows what is going on so they do not hear things through the grapevine or see things in the newspaper after the fact.

      Sharing in the good and bad times at the library will also help the staff. When there are good and bad decisions to make, ask staff members what they would do. Managers may be surprised that those on the line daily have a really good idea of what is going on and can come up with better ideas for how to save money, for example.

      
        Class Exercise

        Many times in a library, hiring is done through a search committee, typically made up of four to ten people. Depending on the position to be filled, the institution will have criteria for each type of hiring to be done. For this exercise, divide the class into small groups and go through each step together to determine what is best for the department and the library.

        Part 1: Prepare a job description for a part-time clerk for a public library.

        
          	1. What will the hourly wage be?

          	2. What will this person do, and who will the individual report to?

          	3. What department will the person work in?

          	4. Describe your dream person for this position.

          	5. Put together an ad for this position.

        

        Part 2: Below are three résumés for the group to choose from. Review each résumé and determine which of the three applicants you would hire. Assume that each person has been interviewed.

        Part 3: Hire one applicant for the position you have open. Discuss in class why the choice was the best for the library and the department.

        NATHAN TRUCK

        4505 25th Avenue

        Melrose Park, IL 60164

        708–555–4958

        Work Experience

        Produce Assistant, Jewel, Melrose Park, IL, 2009 to Present

        
          	• Get produce ready to be put out on display for customers

          	• Clean the back room of boxes and other garbage

          	• Help customers find produce as needed

          	• Assist produce manager as needed

        

        Bagger, Jewel, Melrose Park, IL, 2007–2009

        
          	• Bag groceries at checkout stands

          	• Collect carts in the parking lot

          	• Take groceries to cars for customers

          	• Restock grocery bags at checkout stands

        

        Education

        
          	• West Leyden High School, Northlake, IL, 2005–2009

          	• Triton College, River Grove, IL, 2009 to 2011

        

        CARMEN GARCIA

        507 W. 75th Ave.

        Chicago, IL 60601

        312–555–5678

        Work Experience

        Hairstylist, For Appearances Sake, River Forest, IL, 2008–Present

        
          	• Cuts and styles clients hair

          	• Colors and perms hair

          	• Customer service

        

        Education

        Cosmetology, ABC Beauty School, Chicago, IL, 2007

        CARRIE TWIGGY

        1234 Main St.

        Chicago, IL 60601

        312–555–1234

        Education

        Hickman High School, Columbia, MO, 2004–2008

        Work Experience

        Juice Barista, Juice Bar R Us, Chicago, IL, 2008 to Present

        
          	• Preparing juice based drinks for customers as requested

          	• Running a cash register and giving back appropriate change

        

        Cashier, Granola Bar and Twigs Health Food Store, Columbia, MO, 2007–2008

        
          	• Ran cash register

          	• Balanced at end of shift

          	• Gave appropriate change to customers

        

        Hobbies

        Basket Weaving

        Knitting

        Reading

        References

        Available upon request
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      CHAPTER 3

      Mentoring

      Jennifer Campbell-Meier and Lisa K. Hussey

      Management has many responsibilities. One of the more important ones is helping employees and staff to develop as workers. Sometimes this means simply providing feedback. Other times, it means acting as a guide or mentor in order to allow someone to evolve and grow within the position and as a professional. Although this growth may happen as part of everyday work, managers often take on a more involved role, working with employees to encourage growth beyond the position, particularly when they see potential. In other cases, a manager works with an individual because the employee has reached out and asked for assistance. Managers are in an excellent position to take on mentoring responsibilities and should understand the process and expectations.

      WHAT IS MENTORING?

      Mentoring is an interesting concept, but one that does not have a single definition. There are, however, common ideas and concepts that underlie a general understanding of the idea. For example, as defined in the Business Dictionary, mentoring is the process of teaching, advising, or providing guidance to someone less experienced or younger (Mentoring, n.d.). Mentoring often includes an “employee training system under which a senior or more experienced individual (the mentor) is assigned to act as an advisor, counselor, or guide to a junior or trainee,” including providing “feedback and support” for the mentee (Mentoring, n.d.). The term mentoring may also be used interchangeably with coaching, which, though related, often does not have the same goals. Coaching is a process that extends “traditional training methods to include focus on an individual’s needs and accomplishments” (Coaching, n.d.) and is often focused on a specific goal, such as a promotion or improvement of work performance. Mentoring, on the other hand, is a relationship focused on development, not just training, and rarely has one defined goal or expectation.

      THE MENTORING RELATIONSHIP

      Although it is often described as a relationship, mentoring is frequently defined as a unidirectional process, from mentor to mentee. “In the conventional mentoring relationship, an older and more experienced mentor passes on skills, advice, and institutional knowledge to a younger and less experienced mentee” (Neyer & Yelinek, 2011, p. 215). This model fits well within the concept of management, whereby a manager can provide feedback and knowledge to help others grow. Managers can act as mentors because they are often more experienced individuals who can provide support for others’ development. This model, however, can be problematic because it limits the relationship to one direction in order to develop the mentee—it is thus a “single dyadic relationship” (Higgins & Kram, 2001, p. 264). The conventional model fails to recognize that mentoring is a reciprocal relationship that can be a positive experience for all involved. According to Allen and Eby (2007), the relationship between a mentor and mentee is a learning partnership, one that is communal yet asymmetrical. It is a dynamic process in which the relationship changes over time, as does the learning between the mentor and mentee. Additionally, mentors are not always the most senior individuals. Rather, those who are “up to date on recent technological developments, operating on the edge of what is known, and having the flexibility to learn by consulting a variety of people” tend to be the most significant contributors to mentoring (Higgins & Kram, 2001, p. 267). In other words, mentoring can be a process whereby managers can learn from their employees while also teaching their mentees.

      However, many still perceive mentoring as a one-way process, from mentor to mentee. Consider the terminology used when describing mentoring and those being mentored. At one time it was popular to use such terms as protégé to describe mentees, particularly in for-profit business. Simply defined, a protégé is an inexperienced or young individual who is taught and helped by one with more experience. However, a protégé is also an individual who is “protected or trained or whose career is furthered by a person of experience, prominence, or influence” (Protégé, n.d.). The implication is that a protégé is expected to be molded, not developed by a mentor or “person of influence” for a specific career goal. The power dynamic between a mentor and protégé is clearly unidirectional. In comparison, mentees expect guidance and development, a much more flexible and dynamic relationship. A mentor and mentee have the possibility of a reciprocal relationship with mutual learning.

      Mentoring is a complex process that extends beyond the idea of an experienced individual providing guidance for a younger or inexperienced person. It is a relationship, one that is often personal, even in a professional setting. At its heart, mentoring is “a mutually enhancing relationship for both the mentor and [mentee]” (Hicks, 2011, p. 67) in which the mentee is able to develop skills and confidence while the mentor is able to satisfy “important generative needs and also have the opportunity to review and reappraise the past” (Kram, 1983, p. 609) by working with another who is going through the developmental stages. Mentoring also “provides a mechanism for knowledge transfer” (Robbeloth, Eng, & Weiss, 2013, p. 4), which is beneficial for the organization as well as for the mentor and mentee.

      Mentoring in Library and Information Science

      In library and information science (LIS), mentoring is often viewed as having a significant influence on student choices and professional career directions. Most of the professional organizations have formal mentoring programs for new professionals and current students. In addition to the formal programs, many LIS students and professionals develop informal or situational mentoring relationships. Most mentoring programs are built around the idea of a “seasoned” or experienced professional working with an individual who is new to the profession. Many mentoring programs focus on goals and on sharing the cultural values of a workplace and may be classified as short term. The mentoring process may also include assisting someone through a career development process, such as promotions, tenure, or an initial career search. However, as with most other professions, there is not a widely accepted definition of mentoring in LIS. Some mentoring programs seem to be more about short-term coaching or perhaps even a one-time interaction focused on a specific goal.

      Mentoring is often mentioned as essential, or at least important, to professional development. “Mentoring relationships are often thought of as a way to pass along vital skills to new librarians that traditional LIS education cannot offer” (Hicks, 2011, p. 66). As with other disciplines, most LIS professional literature discusses mentoring in reference to newly graduated professionals or younger (in terms of time in the profession) individuals with new responsibilities. Within this wide range of literature, mentoring is generally defined in terms of a senior professional providing support to younger professionals. A mentor is usually seen as “‘several years older, a person of greater experience and seniority’” (Levinson, Darrow, Klein, Levinson, & McKee, 1978, p. 97, quoted in Higgins & Kram, 2001, p. 264) and someone who will act as a sponsor or advisor (Higgins & Kram, 2001, p. 264). The mentoring relationship is expected to include “the sharing of knowledge and experience, a willingness to listen and nurture, and a mutual desire for the mentee [protégé’s] success” (Goodsett & Walsh, 2015, p. 914). These expectations are divided into two types of support: professional development and personal growth (Ragins & Cotton, 1999). “Career functions include sponsorship, exposure and visibility, coaching, and challenging assignments. Psychological functions include role modeling, acceptance and confirmation, counseling, and friendship” (Hicks, 2011, p. 70).

      Career functions are generally the most often researched and discussed aspects of mentoring. Researching mentoring in academic libraries, Neyer and Yelinek (2011) reported that librarians “value mentoring to improve their job performance” (p. 220). As an information professional, “having a mentor is recognized as beneficial” (Vertone, 2013, p. 28), someone who can “help develop a mentee’s career” (Neyer & Yelinek, 2011, p. 216). Professional and career development within the mentoring relationship involves “sponsoring promotions and lateral moves (sponsorship); coaching the protégé (coaching); protecting the protégé from adverse forces (protection); providing challenging assignments (challenging assignments); and increasing the protégé’s exposure and visibility” (Ragins & Cotton, 1999, p. 530). In career development, mentors are often identified as role models for mentees. Mentees in early career stages identify individuals who help them “develop a sense of professional identity” by adapting the behaviors and actions modeled by the mentor (Ragins & Cotton, 1999, p. 530).

      Mentoring for professional and career development is also often considered a supervisory and management responsibility. The important difference between mentors and supervisors focuses on accountability. Supervisors are accountable to the organization whereas mentors are accountable to the relationship with the protégé (Hicks, 2011). In essence, this difference implies that supervisors cannot act as mentors, yet by definition, there is an expectation that mentors will hold positions of influence over their protégés.

      Mentoring responsibilities, however, do not always just focus on career development. In addition to assisting professional goals, mentors provide psychosocial support, such as developing the “professional self (acceptance and confirmation), providing problem solving and a sounding board (counseling), giving respect and support (friendship), and providing identification and role modeling (role modeling)” (Ragins & Cotton, 1999, p. 530). With this support from mentors, mentees develop and improve their sense of self-efficacy, competence, and self-esteem. This guidance can be as valuable as career support and may in fact encourage professional development. However, psychosocial support requires a certain level of intimacy and a relationship that goes deeper than only providing career advice.

      The level of trust and intimacy shared in mentoring relationships can depend on a few factors, including whether the mentoring relationship is initiated through formal or informal means. Ideally, mentees benefit equally from both types of programs, but research has shown that there are significant differences between formal and informal mentoring relationships. Formal relationships are often of a shorter duration (Ragins & Cotton, 1999) and are often based on specific goals. In formal mentoring programs, mentors are selected based on perceived competence but not always from the mentee’s point of view (Ragins & Cotton, 1999). Mentors who are part of formal mentoring programs often focus on the career development goals because these are visible and measurable. This focus may lead to mismatches in expectations, goals, and overall commitment.

      In contrast, informal mentors do not face the same level of recognition or scrutiny as do formal mentors. Informal mentoring relationships tend to “develop on the basis of perceived competence and interpersonal comfort” (Ragins & Cotton, 1999, p. 530). There is little to no structure for informal mentoring because it generally develops through “personal relationships or social networks,” which can be problematic if a mentee does not have access to good potential mentors (Robbeloth et al., 2013, p. 2). Informal mentoring often requires a proactive approach by the mentee. The implication is that more successful mentees are those who seek out mentors and who can identify with a more experienced professional.

      Despite the generally positive view of mentoring, the process may also be seen as a burden by those expected to mentor. In the past, LIS mentoring programs have had “problems matching mentor and mentee appropriately, finding enough mentors, and ensuring that the participants had realistic goals and spent time on the mentoring relationship” (Neyer & Yelinek, 2011, p. 216). There have also been concerns about sustainability (Smigielski, Laning, & Daniels, 2014). It is also important to recognize that the creation of mentoring relationships often is strongly influenced by the participants’ gender, race, and sexual orientation, as well as the mentee’s own locus of control (Higgins & Kram, 2001). Given that the vast majority of LIS professionals are white women, it may be challenging for those outside this group to identify potential mentors.

      However, despite the concerns and challenges, mentoring is highly valued in the LIS professions. Many have reported that their mentoring relationships benefited them, both as a mentor and a mentee (Neyer & Yelinek, 2011; Robbeloth et al., 2013; Ross, 2013). Librarians have reported “increased job satisfaction and job performance” after being mentored, while mentors comment on a renewed sense of “commitment [to] and interest in the profession” (Neyer & Yelinek, 2011, pp. 220–221).

      MENTORING THROUGHOUT YOUR CAREER

      Mentoring is not a one-time activity or limited to just the start of one’s career. Despite the fact that the majority of the literature focuses on mentoring of new professionals, one can be a mentee or a mentor at any time or at any stage in one’s professional and career development. Participating in mentoring, both as a mentor and mentee, depends on how you want to develop as a professional, what goals you need to achieve, and how you choose to contribute to the development of the profession.

      New professionals are often assigned mentors to help them enter the profession and develop their career goals. However, this is far from the only time people need guidance. As a professional moves through different stages and takes on new challenges, having someone to assist and guide that individual through the process is invaluable. Regardless of tenure or experience, it is always helpful to have someone who acts as a sounding board, who is willing to answer questions, and who will provide advice as needed. In addition to furthering career goals, a mentor outside one’s workgroup may be assigned to assist in teaching organizational culture. Rather than focusing on the skills needed within the position, the mentor provides a bridge between other workgroups and may provide insight into organizational practices and norms.

      Most professionals begin as mentees and later become mentors for others. However, it is important to recognize that it is also possible to both mentor someone and be mentored at the same time. As you gain experience in your work, you are able to share your knowledge and skills with others. At the same time, you may need guidance in other areas, such as the next steps in your career path.

      Mentoring is not limited to those with seniority, or the traditional model of the sage. Recent hires can act as organizational guides for new hires, helping them learn the culture, navigate the policies and procedures, and learn the behavior norms, as they themselves did in the recent past. Even a new hire can act as a mentor by sharing skills, especially if that individual has been hired to provide a new or needed skill set.

      CONCLUSION

      Although it can be a complex and confusing process, mentoring is important. It is how we share knowledge and help to develop the future of the profession. Management and experienced professionals have a responsibility to engage with newer professionals, both to encourage their growth and development and to continue to learn themselves.

      
        Mentoring Checklist

        If you are interested in mentoring or being mentored, it may be useful to reflect on the following questions.

        What are your mentoring goals?

        
          	• I would like to develop specific skills. Identify an individual at your organization or in a similar organization who has the skills you want to develop.

          	• I would like to explore leadership/management opportunities. Ask your supervisor or manager. Explore opportunities at your parent organization, with a professional organization, or in a course.

          	• I would like career advice and guidance. Identify an individual you trust in your organization or in a professional association.

          	• I would like assistance with a short-term goal. Find a coach. A coworker or a workshop may be the person or place to explore.

        

        Do you have a mentoring preference?

        
          	• I would like to meet regularly with a mentor assigned to me outside my workplace. Explore formal mentoring programs offered by your parent organization or a professional organization.

          	• I would like to develop a relationship over time. Consider identifying a coworker or supervisor. Additionally, pay attention when others provide feedback or encouragement. These people may be potential mentors.

          	• I do not really want a relationship, but I am looking for inspiration. You may want to identify a role model with the characteristics and skills you are interested in attaining. Consider following the person on social media, reading his research, or attending his presentations at conferences.

          	• I would like to find a mentor outside my organization, but someone with whom I can meet occasionally. Do an organizational scan and a scan of your community and related industries to identify people in your organization, city system, or neighboring community with whom you can work. Use this as an opportunity to develop your professional network.

        

        How would you like to interact?

        
          	• Face-to-face. Find someone locally.

          	• Phone, e-mail, or online (Skype, Zoom, LinkedIn, etc.). Participate in a professional organization, university, or conference mentoring program.

          	• Blended. Consider an individual who regularly attends conferences or is a member of a professional organization mentoring program.
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      CHAPTER 41

      Unions

      Adriene Lim

      In the United States, many academic libraries function under unionization and collective bargaining. Although no recent studies have been conducted to document the comprehensive rate of unionization in libraries, the number of collective bargaining units in higher education has steadily grown over the past few decades—up by 25.9 percent in newly certified private-sector faculty bargaining units alone in the first nine months of 2016 (Herbert, 2016). This growth of unionization matters for academic library leaders and their workforces because the collective bargaining units of colleges and universities often include library employees.

      Unions bring positive changes for librarians and library workers in terms of improved wages and benefits, better working conditions, and more. They also add valuable frameworks for management in the form of consistent personnel processes, mechanisms to settle employer and employee disputes, and other features. Unionization can be a system that makes it easier for administrators, librarians, and staff to navigate complex political and cultural relationships with fewer disruptions, due to the formalized structures designed for negotiation and conflict resolution, and it can codify joint decision and policy making in ways that improve operational functioning (Carr & Van Eyck, 1973). Yet, collective bargaining also brings constraints to management. It can introduce undesirable delays or obstacles as library leaders try to enact transformative changes in response to library users’ needs. Increased bureaucratization, inflexible staff classifications and job descriptions, and strictures related to salaries and outsourcing can result and can impede leaders’ strategic initiatives. An Association of Research Libraries (1973) publication phrased it this way: “Each provision of a collective bargaining agreement is in effect a [management] limitation where none had formally existed before” (p. 3).

      The unionized environment presents library administrators with complex opportunities and challenges. It reduces administrative autonomy and at the same time demands knowledgeable, experienced leadership to ensure proper administration of collective bargaining agreements and related policies. For these reasons, the ability to manage successfully in a unionized environment is an increasingly important characteristic of academic library leadership. This chapter aims to provide aspiring and current managers with key definitions of union-related terms and concepts; a brief overview of unionization’s history; a review of the literature of library and information science (LIS) on the impact of unions on management; and information about selected topics that will likely affect library managers in the workplace.

      DEFINITIONS

      
        	Agency-fee clauses, also known as “fair-share” clauses, refer to union-security agreements which stipulate that all employees in the unit are required to pay the equivalent of dues to the union, even if they choose not to join the union as members.

        	Arbitration is a “formal proceeding consisting of a quasi-judicial hearing” in which the arbitrator’s judgments are usually considered binding on both parties (Kearney, 2009, p. 266).

        	A bargaining unit is comprised of employees represented by a single labor union in collective bargaining and other interactions with management, and whose members form a community of interest based on their similar concerns about wages, hours, and working conditions, among other specifications (National Labor Relations Board, 1997).

        	Bumping is a colloquial word that refers to the contractual ability for laid-off employees with seniority to continue their employment by displacing other employees in the bargaining unit, usually those on temporary appointments or those with less seniority, or both, within certain job categories and classifications.

        	Collective bargaining is a process in which employers and employees “meet jointly to establish the terms and conditions of employment for workers in a bargaining unit” (Kearney, 2009, p. 88).

        	Collective Bargaining Agreements (CBAs) are the written products of unionization. CBAs are contracts enforceable by the courts and crafted through painstaking negotiations. They typically include provisions to settle workplace disagreements or alleged violations of the contract through mutually agreed-upon internal means, grievance processes, or arbitration. Other provisions may include management rights clauses; recognition of the bargaining unit and agent; sections on compensation, performance evaluations, and working conditions; and delineation of processes used in the case of retrenchment or financial exigency (Carr & Van Eyck, 1973).

        	Fact finding or nonbinding arbitration is a formal proceeding consisting of a quasi-judicial hearing by a neutral party that will consider both parties’ positions and evidence. It produces a written record of the facts and events and sometimes includes recommendations for settlement of the cases at hand (Kearney, 2009).

        	Grievances are claims by employees that they have been “adversely affected by the misinterpretation or misapplication of a written company policy or collectively bargained agreement” (Society for Human Resource Management, 2012, n.p.). Procedures for handling grievances are typically codified as part of collective bargaining units.

        	Impasse may be declared when bargaining teams cannot reach agreement by a given deadline or if important differences between the parties seem irreconcilable.

        	Job classifications are formal statements describing the requirements, responsibilities, and pay scales of specific groups of positions (Bielavitz, 2010). In most unionized contexts, positions of bargaining unit members are “organized into classes or groups on the basis of the responsibilities, duties, skills, and qualifications assigned to them” (Kearney, 2009, p. 200). The creation of new positions or the changing of existing positions may require classification and compensation reviews by institutional labor relations or human resources specialists, or both.

        	Mediation is a process whereby an impartial third party helps bargaining groups and management teams settle their disputes.

        	Right to Work Laws prohibit union-security agreements, sometimes called agency-fee or “fair-share” clauses. In workplaces operating under such laws, employees are not required to pay union dues or their equivalent in fees as a condition of employment.

        	Unionization occurs when a majority of employees vote to support a union, the union is certified, and a bargaining agent then represents the members in bargaining and other negotiations with management (Porter & Stephens, 2010).

        	Unions are organizations designed to protect workers’ rights and enhance the social and economic welfare of their members (Tannenbaum, 1965).

        	Weingarten Rights refer to the rights of an employee to have a union representative present at an investigatory interview if she or he reasonably believes the interview might result in disciplinary action.

      

      HISTORICAL BACKGROUND

      Unionization gained momentum in the United States after the passage of the National Labor Relations Act (NLRA) of 1935 (PL 74–198), known as the Wagner Act. This act prohibited employers from engaging in unfair labor practices and established the National Labor Relations Board (NLRB), an independent federal agency charged with safeguarding the rights of workers to form unions and facilitating their ability to choose representatives to act as spokespersons in negotiations with management (O’Reilly & O’Reilly, 1981; Saltzman, 1998). Subsequent federal legislation amended the act in significant ways. The Taft-Hartley Act of 1947 (PL 80–101), also known as the Labor-Management Relations Act, imposed restrictions against unfair labor practices by unions and established limitations on strikes, while the Landrum-Griffin Act of 1959 (PL 86–257) regulated unions’ internal administrative operations and required unions to disclose their finances publicly (Carr & Van Eyck, 1973; O’Reilly & O’Reilly, 1981).

      Because public employees fell outside the NLRB’s jurisdiction, the immediate beneficiaries of the NLRA’s passage were private-sector industrial laborers and trades workers. Public-sector employees were often thwarted in their attempts to unionize in the mid-twentieth century (Kramer, 1975), but they indirectly benefited from the NLRA through the political, legal, and social legitimacy of unions. Public employees did not receive formal federal support for collective bargaining until the issuance of two presidential executive orders. Signed by President John F. Kennedy in 1962, Executive Order 10988 “provided the foundation for the development of negotiations by public employees,” and Executive Order 11491, signed by President Richard M. Nixon in 1970, strengthened the federal labor relations system, freeing federal employees to join unions (Moses, 1973).

      Supportive state statutes from the 1950s through the 1970s extended legal protection for collective bargaining activities to public-sector employees in several states, beginning in 1951 with Illinois, where the legislature authorized but did not require negotiations. Michigan went beyond that in 1965 by encouraging negotiations with unions, followed in quick succession by Hawaii, Massachusetts, New Jersey, New York, Pennsylvania, Rhode Island, and South Dakota (Freeman & Ichniowski, 1988; Saltzman, 1998). It was in this climate that union membership in the public sector peaked throughout the 1960s and 1970s (Johnston, 1994) and expanded among faculty and professional employees in higher education (Chandler & Julius, 1985; DeMitchell, 2005; Garbarino, 1973; Saltzman, 1998).

      A small number of unions existed in American libraries after World War I. The number increased slightly from the onset of the Great Depression through the 1940s and continued to appear sporadically until the 1960s, whereupon the rate of unionization expanded greatly (Guyton, 1975; Schlachter, 1973). The low number of library union members during the early part of the 1900s was attributed to the lack of supportive state laws for public employees—a sector in which most American librarians worked—and to the ambivalent response of library employees to the question of joining a union at the time (Kennelly & Kleingartner, 1975). The profession’s relatively small size and the perception of library workers as those performing “nonessential work” were deemed obstacles to unionization, as was the female-intensive nature of the profession, which some viewed as detrimental to unionization because women were assumed to be a difficult group to organize. However, Guyton (1975) concluded that gender and other types of personal characteristics were not relevant to the union status of librarians. Most librarians, according to Guyton, were open to the idea and confirmed their desire to have an organization represent their job-related and professional interests. No matter the reason for the lack of union members in these early years, Flanagan (1974) pointed out that “virtually no articles about unions appeared in the library literature” from 1945 to 1965 (p. 492), which suggests the lack of attention given the topic throughout the library profession.

      American Library Association

      The American Library Association (ALA) had been concerned about the status, salaries, and working conditions of its members since the early 1900s, but it had neither actively advocated for nor opposed unionization, nor had it ever acted as a collective bargaining agent for its members (Guyton, 1975). Internal pressures within ALA and growing numbers of unionized members in libraries served as an impetus for ALA members to question this stance in the late 1960s (Guyton, 1975). The question facing the association, according to Schlachter (1973), was this: should it follow the path of other professional associations and agree to serve as a “quasi union” for its members, or should it remain strictly a professional association?

      Although some ALA members vigorously supported a collective bargaining role for ALA and predicted that the association would lose relevance and membership to rival associations if it did not assume such a role (Schlachter, 1973), most members did not support this change in focus, and the movement failed to gain momentum (Todd, 1985). As a result, in 1970, ALA formally rejected a role as bargaining agent. It asserted it could not assume this role when both library managers and other personnel belonged to the association, and when “the collective bargaining concept and collective bargaining laws generally preclude the membership of both managers and other personnel in the same union or bargaining group” (American Library Association, cited in Guyton, 1975, p. 65). Eventually, in 1980, ALA settled on a simple policy statement regarding collective bargaining, the preamble for which reads:

      
        The American Library Association recognizes the principle of collective bargaining as one of the methods of conducting labor-management relations used by private and public institutions. The Association affirms the right of eligible library employees to organize and bargain collectively with their employers, or to refrain from organizing and bargaining collectively, without fear of reprisal. (n.p.)

      

      This “freedom of choice” stance was positive, yet neutral, and was enough to satisfy both union advocates and union detractors (Todd, 1985). From this point forward, ALA has continued to address union issues but only through an occasional statement of support from its officials for legislation regarding collective bargaining or workers’ rights, and through its members through diffuse activities in ALA’s divisions, discussion groups, and round tables. As a result of ALA’s position, all unionized academic librarians today are represented by bargaining agents with roots more broadly based in higher education, public-sector service, or industry rather than in librarianship.

      ALA Applied Professional Association

      A nonprofit companion organization to ALA, the ALA Applied Professional Association (ALA-APA) was established in 2001 to address the “mutual professional interests of librarians and other library workers,” such as pay equity and improved salaries and status, and to provide “certification of individuals in specializations beyond the initial professional degree” (ALA-APA, 2002). ALA-APA partners with other external organizations, such as unions and human resources organizations, and advocates for labor laws and other human resources issues favorable to librarians and other library workers.

      Regardless of ALA’s particular position on unionism or library administrators’ reactions, unionization continues to spread steadily throughout the profession, especially at libraries associated with public colleges and universities (ALA-APA, 2006).

      Academic Librarians

      Attainment of faculty status, tenure rights, and advancement in professorial ranks has been a hard-won victory for some academic librarians. As late as 1997, however, the use of this status and accompanying privileges were still not uniform across the profession. Various designations, such as professional staff, academic professionals, faculty status with tenure, and faculty status without tenure, are in use across academic libraries and indicate the plethora of bargaining units and contracts associated with academic librarians (Spang & Kane, 1997). Thus, although there is a “harmony of interests” among the teaching faculty about the purpose of the university (Kennelly & Kleingartner, 1975), the relationship of the library and its professional staff to the teaching faculty has been unclear for administration, librarians, and nonlibrary faculty. As Lee, Rogers, and Grimes (2006) stated, “in many ways, academic librarians find that they are neither truly faculty nor truly staff, but something unique between the two” (p. 479).

      Despite this status confusion, reflecting the priorities of its membership, the Association of College and Research Libraries (ACRL) reaffirmed its “Guideline on Collective Bargaining” in 2008, stating that “academic librarians shall be included on the same basis as their faculty colleagues in units for collective bargaining” and that “such units shall be guided by the standards and guidelines of ACRL pertaining to faculty and academic status” (n.p.). Hovekamp (2005) noted that the National Labor Relations Board (NLRB) “has been particularly influential in this issue, consistently ruling that librarians in private academic institutions be included in the same bargaining unit with faculty” (p. 111). Kennelly and Kleingartner (1975) pointed out that a downside to this otherwise status-enhancing amalgamation of librarians with faculty bargaining units is that issues specific to librarianship or to the needs of the academic library might be subsumed under the dominant needs of the collective faculty.

      Academic Library Staff

      In unionized libraries, academic administrators often face the complexity of multiple bargaining units and multiple contracts, in which unionization extends to librarians, clerical workers, technical workers, and professional nonlibrarian staff. With multiple layers of unionized employees, there are variations in how the library is organized, and different union-related regulations are in place. These regulations may affect the extent to which administrators control library operations, including cases in which outsourcing is not allowed per the contract (Beckman, 1975) and in which staff members’ job classifications and associated pay ranges need to be formally negotiated (Bielavitz, 2010). There are multiple reasons for unionization of support staff, including advocacy and action for better pay, benefits, and job security. Other reasons for unionization have included employee concerns over the impact of technology on jobs, a desire to end what members perceive to be arbitrary management decisions about job transfers and reassignments, and the beliefs by these employees that they are undervalued or underpaid, or both (Weber, 1992).

      Few studies quantify the number and types of unionized support staff in higher education, let alone the number in academic libraries. One report from ALA-APA (2006) stated that, of the 2,040 public and academic libraries responding to the 2005 Survey of Librarian Salaries, 35.8 percent of them had at least one category of staff represented by a collective bargaining agent, while 17 percent had all support staff covered. Although these types of limited surveys exist, the lack of comprehensive inventories of library staff unions makes it difficult to gauge the actual numbers of unionized support staff in academic libraries. Kusack (1986) decried the dearth of research and data about the unionization of academic library staff members and tried to fill that gap with a book based on his dissertation. Because there were few studies of academic library unionization available then (and now), and the ones that were available mostly focused on the unionization of professional librarians in those environments, his work was one of the only efforts to examine the effects of unionization of nonlibrarian workers in academic libraries. He reported on the results of a 1983 study of support staff in 184 unionized and nonunionized academic libraries, one-third of them associated with private institutions. In his study, Kusack found “no statistically significant difference in compensation, work policies, or personnel and budget patterns in university libraries with support staff unions and without support staff unions” when taking into account “control of the institution, level of unionization in the state, and geographic region” (p. 77). He acknowledged the need for additional research and a “rigorous examination of the qualitative effects of support staff unions, possibly relying on case study techniques” so that the library profession could attain a deeper understanding of the effects of unionization on libraries (p. 86).

      LITERATURE REVIEW

      In contrast to copious scholarly writing covering the reasons for and benefits of collective bargaining, few scholars have focused on the changes that unionization brings to higher education administration and management. With a small number of exceptions, the works that are available tend to be decades old, written in the mid-1960s through the 1980s, perhaps because these were years that saw heavy union growth and activity in public-sector higher education.

      Chandler and Chiang (1973) identified seven crucial areas as indicative of a union’s penetration into the managerial functions of academic administrators, five of these related to personnel matters (i.e., appointment, evaluation, nonrenewal, promotion, and tenure), and two to governance issues (i.e., long-range planning and budget or allocation of funds). They examined 91 collective bargaining agreements (CBAs) associated with two- and four-year institutions and found that 68 percent of the contracts had management rights clauses. The CBAs with articles on personnel matters were mixed, with about half of the contracts having no provision for appointments, evaluation, and promotion, while 75 percent included articles on nonrenewal, and 65 percent included articles on tenure. Articles in governance areas were found in far fewer numbers, with only six CBAs establishing joint faculty-administration committees for long-range planning, and only eight making provisions for budgetary committees. The researchers concluded that most CBAs reflected a lack of union penetration into traditional areas of management purview, whereas more noteworthy penetration had been made into personnel areas.

      Lee (1979) studied the structural changes in governance systems at 90 four-year state colleges and private liberal arts colleges and universities that were unionized as of July 1974. He analyzed contracts and other documents to provide historical and contextual details and conducted in-depth interviews of 60 academic personnel at six institutions. He found that preserving or acquiring faculty decision-making power and autonomy was the main motivation of the faculty for unionizing; this reason was more important than improving faculty salaries and benefits. Changes in the faculties’ share of decision-making power and autonomy from administrators were evident in several of the examined areas of institutional operations. For example, where faculty already enjoyed decision-making power in academic matters, such as setting admission policies and degree requirements, unionization helped to legitimize and protect that autonomy; where faculty did not already have this authority, unionization helped to increase it.

      Walker and Lawler (1982) conducted a study focusing on the perspectives of 247 mid-level administrators concerning faculty bargaining and the implementation of unionization in the California State University and Colleges (CSUC) system. They found that administrators supported unionism in a variety of ways, depending upon the administrators’ “expectations concerning outcomes, perceptions of how well bargaining [was] working in higher education, and personal political orientation” (p. 353). If administrators had a conservative political orientation, there was a moderate tendency for them not to support faculty bargaining. Overall, however, most administrators expected unionization to have adverse effects on their decision-making power and flexibility, especially if they perceived that the collective bargaining agent was an “aggressive” one. They generally believed that unionization was not working well in higher education, and this belief strongly influenced their views about whether bargaining would be a positive process for their own institutions.

      Wilson, Holley, and Martin (1983) conducted a national study to ascertain the attitudes of university administrators toward faculty unionization. In their survey of university presidents at two- and four-year institutions, they compared the respondents’ retrospective attitudes toward unionization (before their institutions were unionized) with their current attitudes about unionization (after their institutions were unionized), in order to ascertain how the administrators’ attitudes had changed. Wilson and colleagues discovered that, after unionization, administrators tended to believe that unionization had not brought about any significant change to their institutions in the areas of faculty influence in institutional policy making, shared governance, professional values, academic freedom, job security, and salaries. After unionization, the administrators believed more strongly that unionization resulted in divisive relationships between administrators and mediocre faculty performance and tended to inhibit, rather than stimulate, positive change at their institutions.

      Chandler and Julius (1985) examined the impact of unionization on shared authority between administrators and faculty in 285 two- and four-year colleges and universities. Analyzing CBAs, they concentrated on clauses regarding management rights, encompassing two key administrative areas of jurisdiction (long-range planning and retrenchment) and four personnel-related areas (promotion, appointment, nonrenewal, and tenure). The purpose of their research was to understand how, or if, management asserted its rights in the CBAs or whether faculty unions encroached on these management rights. The findings were mixed regarding the specific bargaining agent in question, how long the collective bargaining agent had been in place, whether or not the department chair was included in the bargaining unit, the characteristics of the institution (e.g., public or private), organizational size, and geographic location. Stronger management rights and a weaker “faculty voice” were more apparent in two-year private institutions, but not in the four-year institutions, for a variety of reasons. Geographical region and the particular state “emerged as key explanatory variables” (p. 111).

      In the literature of LIS, one relevant study was published in 1973 as a professional “issue paper” rather than a scholarly article. Using data gathered for a Council on Library Resources fellowship project by Joan Gotwals, the ARL (1973) report summarized union-related trends having an impact on management. Larger unions with more members, as noted in this report, tended to focus on compensation issues such as salary and benefits, rather than on operational issues, and because of unionization, there was an increased need for recordkeeping for statistics, compliance, and reporting. The report encouraged administrators to make sure the contract works for the library, by providing input and feedback about contract proposals.

      Several LIS studies have addressed the impact of unionization on specific aspects of library operations and librarians’ working conditions, job satisfaction, salaries, and benefits (e.g., Anderson, D’Amicantonio, & DuBois, 1992; Applegate, 2009; Kusack, 1986), but none of them have addressed the intersection of unions and library administrations in a substantive way. When the effects of unions on library management are addressed, they are usually included as subordinate to other topics of collective bargaining, such as librarian salaries, benefits, and faculty members’ academic freedom. In her work on questioning who benefits from unionization in academic libraries, Applegate (2009) acknowledged this gap and called for more research, stating that “case studies and selective interviews could address in a more systematic and less anecdotal way how library managers’ decision making is influenced by union or nonunion situations” (p. 461).

      COLLECTIVE BARGAINING

      In higher education, negotiations of binding agreements between unions and governing bodies/administrations are achieved typically through a “good faith bargaining” process similar to that which occurs in the private sector. Good faith bargaining, which requires all parties to negotiate in a sincere effort to reach agreement, is a duty that state laws may confer on public-sector institutions (Kearney, 2009). Some states have also implemented standards for good faith bargaining that resemble those of the NLRA; these standards range from establishing negotiation time limits to proscribing formal procedures for resolution of impasses (Kearney, 2009). The basic tenets of good faith bargaining are followed when both sides approach bargaining with open minds, comply with procedures that will enhance the prospects of a negotiated settlement, discuss and justify issues with reason, and explore proposals for compromise or other solutions that may resolve differences (DeMitchell, 2005).

      Similar to the NLRA’s scope-of-bargaining regulation in the private sector, state laws and policies in the public sector establish whether certain topics are mandatory, permissive, or prohibited during collective bargaining (Kearney, 2009; Saltzman, 1998). In most cases, unionized public institutions are bound by law to negotiate wages, hours, and specified terms and conditions of employment (mandatory items; Kearney, 2009; Saltzman, 1998). Some issues, known as prohibited items, are explicitly excluded from discussion. Examples are issues that fall within the realm of an employer’s rights as codified in state statutes or in the “management rights” clauses of CBAs. A variety of matters, including educational policy issues and the protection of faculty governance systems, may be introduced into bargaining if the parties agree. These are known as permissive items. With their inclusion, the scope of bargaining can be as broad or as narrow as the particular institutional, legal, and political contexts allow. Setting these boundaries is perhaps “the most emotion-charged issue which arises in collective bargaining in education” (Wollett, 1973, p. 33).

      When bargaining teams cannot reach agreement by a given deadline or if important differences between the parties seem irreconcilable, a formal declaration of impasse may occur. In these cases, political, economic, and institutional pressures can be brought to bear through work stoppages in the form of lockouts by employers or strikes by employees, unless the applicable state and local governments prohibit them. Kearney (2009) mentioned three principal alternatives to the lockout and strike, all of which may be mandated by state statute or policies and may be used exclusively or in combination with one another: mediation, fact finding, and arbitration.

      In 1973, an Association of Research Libraries (ARL) management supplement summarized the usual negotiation process for library administrators, advising that library participation in collective bargaining negotiations “is important to ensure adequate protection in the contract for library operations and also to facilitate effective interaction with union leaders” (p. 2). According to the ARL supplement, if there is no library participation and if campus-level administrators are not able to assume the leadership roles, the library may be left in a weaker state, especially if the library’s leaders lack expertise in labor relations. At the same time, the supplement conceded that direct library participation at the bargaining table may be risky—for example, if library directors are drawn into debates during which they might make remarks or commitments that adversely affect the bargaining process.

      Library leaders may or may not be asked to serve on institutional negotiating teams at their institutions. Instead, they may be asked by their institutions’ labor relations administrators or human resources colleagues to share their library perspectives and advice on issues, prior to or during bargaining. The lack of regular participation by library administrators in the institutional bargaining process may be problematic, however, especially if the library’s contractual needs are not well represented at the bargaining table. Because large numbers of unionized employees often work in libraries, it would be detrimental to the goal of a balanced and fair agreement if library administrators were unable to address the libraries’ personnel management needs sufficiently in the bargaining process. On the other hand, it may be advantageous for library administrators to remain somewhat distant from the formal negotiation process, especially if they lack the required expertise to contribute to it in a positive, efficient way. In virtually all cases, library managers should consult with the labor relations specialist or the office of the general counsel at their institutions when union-related questions arise, especially if collective bargaining is taking place. Buller (2007) argued that “deans should never presume to engage in negotiations directly with a union unless they have the full support of legal counsel, prior experience in negotiations (at least to the point of having sat in on previous negotiations as an observer), and a clear mandate from their institutions to do so” (p. 369).

      MANAGEMENT RIGHTS

      The negotiated collective bargaining agreement (CBA) serves as the “legal foundation, or ‘law of the workplace,’ replacing the unilateral determination of employment decisions by management with a shared decision-making process between equals” (Kearney, 2009, p. 292). In the CBA, however, the management rights clause limits the scope of bargaining by placing certain issues outside the boundaries of negotiations (Carr & Van Eyck, 1973). The use of this clause stems from the perspective that management must maintain certain levels of authority in order to carry out its “responsibility for the successful operation and perpetuation of the enterprise” (Hill & Hook, 1945, pp. 57–58). Hill and Hook (1945) distinguished between the terms management rights and management prerogatives; they maintained that management used the word prerogative when it wanted to preserve its existing advantages and invoke an outmoded concept of “constitutional rights as a smoke screen” during negotiations (p. 56). Chandler and Chiang (1973) suggested that the insistence on maintaining a management rights clause could indicate an uncompromising stance in regard to the union-management relationship and that management might use this device to “warn grievance processors, arbitrators, and others of this fact” (p. 60). In studies examining CBAs in higher education, Chandler and Chiang (1973) found that 68 percent of the 91 CBAs associated with two- and four-year institutions maintained this type of clause, while Chandler and Julius (1985) discovered that all the CBAs associated with 285 two- and four-year institutions contained such clauses. According to Chandler and Chiang (1973), brief, general statements were indicative of a less rigid stance on management rights, whereas longer, specific statements were representative of stronger assertions about management rights. Library managers are well advised not only to read thoroughly the CBAs covering their employees but also to understand the management rights that have been delineated in them. In all cases, managerial leaders must be able to defend their actions as fair, reasonable, and contractually allowable.

      UNIT-LEVEL POLICIES AND PROCEDURES

      CBAs often require the joint management-library creation and approval of a wide range of policies and procedures, such as the bylaws of shared governance bodies in the library, unit-level policies regarding performance evaluations and promotion, and guidelines related to merit pay and workload allocations, to name a few examples. Negotiating the terms of these crucial, unit-level agreements with librarians and staff requires library managers who possess strong strategic leadership and conflict resolution skills. When promotion procedures and criteria for librarians have been standardized and approved by institutional administrators, directors may perceive this to be a benefit, especially with regard to providing a way to protect librarians’ interests at the institution level and making librarians’ contributions better understood and more visible throughout the academic enterprise. This type of standardization may even lead to more equitable treatment of librarians vis-à-vis nonlibrary faculty.

      Policies and procedures for disciplinary actions are highly regulated in CBAs in most cases, and library administrators should follow them carefully, as needed. Management’s disciplinary actions more than likely will require copious administrative attention, time, and documentation. During these situations, library managers should be aware of employees’ Weingarten Rights. Named after the U.S. Supreme Court case that upheld these rights, NLRB v. J. Weingarten, Inc., the term refers to the employee’s right to have union representation at an investigatory interview if the employee believes that such a meeting might lead to disciplinary action by management.

      All strategic restructuring plans that involve unionized employees, including the movement of workers from one operational area to another and the redesigning of individual librarian positions, need to adhere to relevant stipulations in the CBA and comply with unit-level shared-governance policies and procedures. The necessity of review by institutional upper administrators and labor relations colleagues of any significant plans for changes affecting unionized personnel is emphasized. Library administrators may need to be more persistent when they want to change classified positions to advance their strategic initiatives. Union interest in maintaining contractual control over individual positions is not surprising because, as Kearney (2009) wrote, classifications “serve as the framework for the organization’s compensation structure” (p. 200).

      IMPACT ON MANAGEMENT

      Library leaders may inherit the unionized environments at their institutions or they may encounter a CBA-based workplace for the first time when their librarians, staff, and—perhaps increasingly in the future—their undergraduate and graduate student workers unionize. If unions have been in place for a long time, library leaders may find that the legacy of unionization has reinforced some negative cultural and structural issues, such as adversarial relationships and exclusionary practices that foster a sense of “castes” within the organization. The implementation of new unions will require the drafting and approval of several unit-level policies, procedures, and guidelines, which may involve dialogues with staff about sensitive or controversial issues, such as workload allocations and merit pay. Library managers must attempt to resolve these issues while strengthening their relationships with employees and reinforcing trust throughout the organization. Doing so will likely involve the use of shared leadership approaches and the need for more thoughtful engagement and communication from leaders. These aspects are crucial, because the success of library managers’ strategic changes will rely upon the buy-in and important work contributions of unionized employees.

      Library administrators must gain experience and confidence in their abilities to solve union-related issues and to tolerate delays attributed to unionization. They may perceive union-related issues and constraints to be challenging and frustrating at times but still will find them to be surmountable, as long as they plan and implement changes carefully. Serving in a unionized environment may even strengthen the abilities of some leaders because it can cultivate a high level of determination, creativity, and adaptability in management and throughout the organization. Managing in the unionized context requires specialized management experience to administer contracts (Slichter, Healy, & Livernash, 1960) and maintain good relationships in what can sometimes be a highly politicized environment. Despite any constraints that unionization may bring, an atmosphere of union-management cooperation can be achieved as long as managers and unions remain aligned with the institutions’ missions and work together with the libraries’ successful outcomes in mind.

      NOTE

      
        
          1. Portions of this chapter were adapted from the author’s work, Assigned Leaders in Unionized Environments: Coping with the Economic Recession and Its Aftermath in Academic Libraries (2012), published and presented in dissertation form, in partial fulfillment of the requirements for the doctor of philosophy degree at Simmons College.
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      CHAPTER 5

      Customer Service

      Lisa K. Hussey

      Library and information science (LIS) is a service profession. What we do, all of what we do, is for others. Regardless of whether you are part of user services or in a public-facing position, your job will always be about the end user, the patron, the customer, or whatever term you use to describe those who access the materials and services offered by libraries, archives, and other information centers.

      When we chose to be librarians, to make a career in LIS, we chose to be in a customer service–intensive profession. This sometimes comes as a surprise to many students who believe that they will be reading books or working in the back room processing books. Let us disabuse everyone of that idea now. This is a customer service–focused profession in which librarians work with people—every day. Our patrons come from a wide range of ages, all levels of the socioeconomic strata, across the gender spectrum, and every racial, ethnic, religious, and social group that exists in the United States. The variety of patrons is what makes our work so interesting, challenging, and ultimately enjoyable. We work with some of them one on one, answering questions, providing access, and perhaps helping with a readers’ advisory question, and in groups, such as in storytime or a program or when a popular author comes to town. Whatever the situation, all librarians should expect to work with people.

      A misconception that often exists in libraries is that providing access is the same as good customer service. Although providing quality resources and access to a wide range of materials is important, it is not customer service. “Libraries can have excellent collections, the most cutting-edge technology, and an architecturally dramatic and important building, but nothing will matter more and be remembered and passed along than the customer service experience” (Rzepczynski, 2015, p. 10). Whether or not someone is helpful and pleasant is often considered much more important than how a question was answered or what resources were used (Durrance, 1989).

      One of the best places to look for good customer service practices is the business world. However, many in LIS are reluctant to do so for many reasons. Some feel that practices in for-profit settings do not translate to libraries. In fact, the definition of customer service according to the Oxford Dictionary (Customer service, n.d.) is “the assistance and advice provided by a company to those people who buy or use its products or services.” The implication is that to provide customer service, one must be selling something, but that is not actually the case in LIS. Although a library is an organization, people do use the library’s services, and they have expectations regarding how those services will be provided. These expectations should form the basis for customer service in libraries “[b]ecause everything else a library does is influenced by how well it treats its [users]” (Jordan, 2005, p. 81).

      However, before we address principles and practices of customer service, we need to further consider the role of customer service in libraries. Providing good service has always been a hallmark of reference and information services, but this is not the only area of libraries that needs to be concerned with customer service. Customer service is essential in every aspect of libraries because “libraries continue to offer service with a personal touch, assisted by technology, where library workers are actively engaged in serving the customer” (Epps, Kidd, Negro, & Sayles, 2016, p. 200). As funding becomes more competitive, libraries must maintain a strong relationship with the community, and excellent customer service is the best way to ensure that relationship. “If a library fails to focus on customer service, it does not lose profits, but it loses good will, customers, and possibly even funding if the situation is bad enough” (Ax-Fultz, Eshbach, Loomis, & Miller, 2016, p. 6).

      However, customer service should not be just about survival. The main focus ought to be about providing services and fulfilling the mission and goals of the organization. Libraries exist to provide access through a variety of forms and tools. This concept must be factored into considerations of customer service. At its most basic level, customer service in libraries is anything that makes the library usable. This means that it is not just the public-facing positions that are responsible for providing customer service. Technical services, website and database development, purchase and processing of materials, and any other activity that takes place “behind the scenes” contributes to the customer service experience of each and every user.

      With all that in mind, let’s consider some examples of good customer service. There is a plethora of articles and sites about customer service. In LIS, there has been a trend of articles in both scholarly and trade publications about the importance of customer service. There are many common principles, including creating clear policies, empowering employees, and hiring for customer service skills (Ax-Fultz et al., 2016; Epps et al., 2016; Neal, 2015; Rzepczynski, 2015; Saunders, 2013).

      The following list encompasses many of the key aspects of customer service using some commonsense ideas. Although these are aimed at managers in the for-profit world, the principles apply across all jobs and disciplines that work with people.

      
        	1. The primary cause of success for any organization is service to its customers.

        	2. Everyone in the organization provides service for its customers, even if they never see those customers or know their names.

        	3. Perception is reality in the minds of every customer when it comes to experiencing service satisfaction.

        	4. Every customer is different in some way from every other customer; discovering and understanding these differences results in a high probability of delivering service in a manner that is perceived to be satisfying to each customer; service to each customer that is tailored to individual needs is the primary objective of any successful organization.

        	5. Serve every customer as you would serve the person you most love.

        	6. Every successful organization strives to ensure that its internal systems are designed and implemented to deliver flawless and seamless service to every customer under all conceivable conditions and circumstances.

        	7. Service to customers is based not just on systems, processes, and procedures but also on personal effort and creativity of those who serve. Encourage, support, and reward personal initiative in exhibiting creative ways to serve others both inside and outside the organization.

        	8. Successful organizations serve well those who serve customers—internal customers (employees) are served as well as external (paying) customers; creatively taking care of those who take care of customers is a priority.

        	9. Solicit feedback from customers at all times and then listen, especially when it hurts.

        	10. Seek always to do it right the first time; if this is not done, then do it very right the second time. Service recovery after initial service failure is paramount to grasping victory from the jaws of defeat.

        	11. Continuously measure how well customer service is translating into customer satisfaction. Statistics tell stories—are these stories what you want told to your customers?

        	12. Policies trump processes and procedures. All processes and procedures should be designed and implemented in the service of the organization’s stated reason for existence—its mission to serve its customers.

        	13. Use the Kaizen philosophy: set goals to improve every day in every way.

        	14. Employ Lagniappe: delight customers by providing more than they expect.

        	15. Always be willing to start from scratch in thinking about how to better serve customers. Effective customer service policies, processes, and systems can be viewed as wealth-producing assets. Not every asset, however, can be efficiently used to turn a profit. Using the right assets in the right way produces wealth. (Wallace, n.d.)

      

      Although this list is very comprehensive, there are other key aspects of customer service to remember and incorporate into practices. Perhaps one of the more important ideas is that good customer service includes understanding what not to do. I know this sounds confusing, but just as it is essential to focus on the needs and expectations of the user, this must be balanced by recognizing that just because you can do something does not mean you should. It is easy to overwhelm someone with too much information or annoy them by trying to push more than they want or need. It is a delicate balance that requires paying attention to the person in front of you and gauging the individual’s reactions. What does the person’s body language tell you? Has her tone of voice changed? Is she smiling, or has her face suddenly become immobile or blank? Pay attention to these cues. They will help you determine whether you should provide more services and suggestions or if you need to back off and allow the user to proceed at her own pace.

      This awareness is related to another part of customer service—being proactive. Service is about improving someone’s situation, be it with an answer, a directive, or simply by listening. In libraries, we often do this well at the reference desk or other defined service points. However, this is not the only way in which we can provide these services. Newer models of reference and information services, such as roaming reference, recognize the need to seek out questions rather than waiting for someone to come to you. Providing an FAQ page on the website allows for simple questions to be answered. Clear and prominently displayed signage can act as a great tool for service, especially for those who do not want to have to ask questions but want to be able to access materials in your facility.

      Commitment to customer service includes establishing policies and procedures (Ax-Fultz et al., 2015; Epps et al., 2016; Saunders, 2013). There should be a recognized baseline for acceptable services. It is not enough to simply talk about customer service; it needs to be ingrained in the culture and expectations of the organization. This includes empowering employees to act (Neal, 2015; Oud & Genzinger, 2016). Customer service requires a certain level of flexibility regarding rules and procedures, especially regarding daily interactions and front-facing staff. Employees cannot carry out customer service principles if they are constrained by the policies and are unable to address the issue in a timely manner.

      Customer service is a human resources responsibility. To be successful, libraries must look for people with a customer service focus, even if other skills are lacking. It is much easier to train for skills than to change an attitude. If someone does not have a customer service focus, it is not always possible to encourage one. Another consideration is how libraries are staffed. As already mentioned, reference and information services have always had a strong focus on service, but a significant number of interactions with users happens at the circulation desk, which is often staffed by paraprofessionals or students, depending on the setting. Are these employees trained in customer service? Do they understand the policies and procedures? Have they been empowered to act when issues and concerns come up?

      Just as there are lists regarding best practices in customer service, there are also common mistakes to consider and try to avoid. Perhaps two of the most significant are failing to listen and assuming you know the right answer. As information professionals, we are trained to be able to locate just about anything. It is easy to become comfortable with routine and fail to address each question as unique, even if you have heard it, or something similar, before. It is a mistake to assume we “know” what the user wants before he finishes asking. Good customer service requires listening and working to clearly communicate. The customer (or user) may not always be right, but we cannot make him feel as though what he asked was dumb or that we did not take him seriously.

      CONCLUSION

      Customer service is an essential part of any effective organization. In libraries, our mission is to serve our communities. To do so, we need to understand and implement customer service–oriented policies and procedures, as well as train all staff in the principles of strong customer service.

      
        Exercise

        A library user comes up to the circulation desk and asks about the Local History Department, a popular collection for many genealogy researchers. The hours of operation for the Local History Department are limited to three days a week, from 10 a.m. to 3 p.m., because the library has only one staff member who works with the material, and given the fact that many of items are rare or the only copy, any use of the materials must be supervised. The user is upset because she is unable to access the department during its hours of operation. The circulation clerk nods sympathetically and says, “This is when the collection is available. Maybe you can take a day off work and come in then.” The user leaves upset and posts a comment on the Facebook page complaining that the library is useless.

        
          	1. What do you do to try to minimize the negative comment?

          	2. What could you have done differently to prevent this issue?

          	3. What policies can the library put in place to prevent these issues in the future?
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      CHAPTER 6

      Strategic Planning

      Mónica Colón-Aguirre and Mary Wilkins-Jordan

      Strategic planning is a concept that too often strikes fear into the heart of even the bravest librarian. A good strategic plan can help libraries in so many ways. It allows libraries to anticipate problems and handle them effectively when (not if) they arise, rather than being overwhelmed. A strategic plan gives libraries the opportunity to take full advantage of every opportunity that comes along and to be as successful as possible in any situation. It provides a roadmap toward goals the library wants to achieve, rather than just being buffeted by events or reacting to every changing circumstance. So, what is strategic planning? And why does this misplaced fear exist?

      Strategic planning is the process of looking into the future, figuring out where to go, and how to get there. In the past, this kind of planning has looked out about five years into the future, and that is fine. As the pace of societal and technological changes has increased, strategic time lines have often become more like two- to three-year plans for the future. The time period can be adjusted to suit the needs of the library. Librarians wishing to engage in strategic planning should create plans on a time line that is reasonable for them, considering their own individual environment and needs.

      The fear has likely come about because of the difficulty of looking too far into the future and seeing it with any kind of accuracy. Guessing about the future and being wrong can be an expensive mistake to make—not something any manager wants to do, or any library can easily afford. But a good strategic plan process takes into account the impossibility of looking at the future and being omniscient. You do not have to be entirely accurate with predictions and plans, just ready to react to changing circumstances. With a good plan, which provides a good understanding of where you are and what resources you have at hand, reacting to either good or bad changes is much easier and potentially least costly when things do go wrong.

      In this chapter we will walk through the basic process of creating strategic plans and offer suggestions for making the process easier and more effective. Then there will be a case study, giving one situation in which strategic planning will be important, along with some questions to help guide you in figuring out your approach before you begin your own strategic planning process.

      SETTING UP A STRATEGIC PLAN

      As with any kind of planning process, just talking about it or thinking about it is a nice start—but you need to follow through and get things done to be successful. This follow-through, from ideas to action, is the difference between a real strategic plan and just aimless chatting about ideas. We will be talking about strategic planning in libraries, but these ideas can be transferred to any aspect of long-range planning—career planning, plans for outside agencies, collaboration with community partners or university departments. The main thing to remember about planning is this: Do It. Do not hesitate and wonder and daydream about it—get it done. Your library will thank you.

      If you are in a small library, or an unmotivated one, you may be working on this process alone. That is not a bad thing, but you will want to at least bounce ideas off other people and gather information from direct sources. Planning is always better accomplished with a group of people. Involve the staff as much as possible. Why bother bringing in the ideas of other people who may not agree with your visions of the future? The answer is very simple, but one that constantly surprised us with its effectiveness: other people know things and see things that you do not. When you involve them in the strategic planning process, they will be able to contribute pieces to the puzzle that would otherwise be missing. The final plan will be stronger for any vigorous debate that occurs during the process.

      Do not forget to write all of this down. It is fine to have conferences and brainstorming sessions with your committee or others, great even, but if you do not start with an agenda and end with some written documentation of the process, it is nothing but a big waste of time for anyone involved. After you finish meeting, no two people will remember the plan the same way, so you want to be sure ideas are recorded. Sharing plans, and edits to plans, will help keep things moving—and let everyone stay on topic.

      One of the guiding constructs to any kind of planning purposes should be the library’s mission or vision statement. This should be a positive, aspirational statement, letting everyone know what the library does and what its service focus is for its community. The strategic plan should be tied to this vision of what the library can do and what it can provide. In any library, the entire mission is always to serve the community; defining that community and its needs will be a starting point and will provide a constant touchstone for the development of a good strategic plan.

      Step 1: Gather Data

      The first step in any planning process is to start scurrying around the library and figuring out where all kinds of documents are located. If the library already has a strategic plan, or any sort of plan, that is a great start. Grab that first, along with any copies going back a few years. No plans already existing? Take a moment to be disappointed (but not surprised), then move on to the other documents you will need. Collect the budget for this year, two or three years in the past, and any plans for upcoming budgets. Budget documents are just plans with dollar signs attached to them, so they will be very useful in the strategic planning. Any annual reports your library files would be good to have, and again pick up a few prior years if they are available. Does your library have a marketing plan? Go ahead and include that. Look wider in this process, beyond your own walls. Does your city include the library in its strategic planning process? Grab a copy of that. (And if it does not mention you—why not??) If the library is an academic or school library, look to see what kind of planning documents your school or district or college or university has, particularly anything that mentions your library or is relevant to your work. Likewise, in a special library, see what kinds of planning documents exist, and figure out how you can insert your library into them if it is not already there.

      Take a final look around the file cabinet or the website. Are there other important-looking pieces of paper or documents? Collect those too. Anything that you can find that gives you information on the state of the library now, where it has been lately, and where it may be headed will be helpful to you. The more information you start with as you plan, the easier it will be to make a good plan without as much wasted time and effort. Be aware that plans must be reviewed periodically, so it is good practice to go back to the last plan and review its contents.

      Step 2: Assess the Current Situation

      Now you probably have a physical and virtual pile of documents and some sense of the tasks ahead of you. Why bother picking up all these items from past years? It is valuable to know what you have been doing—and sometimes very illuminating to see what has been going on in the past that you either did not know about or were not present for when it occurred.

      This is where you may be working with a committee or group, assigning different piles of documents to different people for review. If you are alone in the process, then spend some quality time planning out how you will conduct your review. In this step, you want to gain an understanding of the places your library has been and what kind of resources you have now. This will give you the foundation of your plan, letting you know where you have been and what will be good and bad for your library.

      Maybe you have worked with the traditional favorite of planners everywhere: the SWOT analysis. If not, this is a perfect time to try it out. SWOT stands for Strengths, Weaknesses, Opportunities, and Threats. This is a structured way for you to really assess the current state of your library.

      Strengths are the things your library already does well. Do you have a great programming selection? That is something to record in your analysis. Does your library have an endowment for some of your collection development purchasing? Mention that here. Dedicated group of volunteers? Strong community support? Devoted storytime attendees? All of these are good, and your library probably has a lot more of these good things than you realize. This is a fun place to start the evaluation process because you can bask in the glow of the successes the library has attained.

      Then you look at the W—Weaknesses. Keep hold of the positive things you learned in the first part to buoy your spirits here. But this does not need to be depressing; no library can be as practically perfect in every way as Mary Poppins was in her profession. A common area of weakness for libraries is the budget. Too often, no one really knows how the library’s budget is created or even what is in it. Although the process of creation and approval may be fiendishly difficult in some libraries, the actual budget itself is not terribly difficult to work with: money comes in and money goes out, and it is best to keep track of both. But the problem of a shrinking budget, or a stable budget with increase in demand, is becoming too common in libraries. Other potential weaknesses may include a volatile host agency—the city or school district or company that your library serves may be in chaos. The host agency and main patron base may fail to see the value of your library. This is something you will need to tackle directly. A staffing shortage may exist in your library, temporary or long term. There may not be anyone who is managing and caring for your website (your electronic branch), making your library look shabby. Be brave, and just write them all down. Improvements can only happen when you have some ideas about what you need to improve.

      Back to a fun one: O is for Opportunities. Look around your library and your community and patron population. What kinds of opportunities do you see here? Would an increase in your social media presence help educate patrons about your resources and increase use of both electronic and in-house materials? Would some outreach to a department of your host business or university help others realize the services your library provides? Do you have an enthusiastic group of teens in the library that could form a Teen Board, helping to develop some programming and training focused on helping youth members of your library learn about and take advantage of resources? Are Library Services and Technology Act (LSTA) grants, or other potentially useful grants, coming up soon? Could a staff member create an online newsletter, helping to connect your library to a host of potential users in your community? Could there be Friday Movie Night in the library complete with popcorn? Or Wii and Gaming Wednesday in the meeting room, bringing in kids and adults to battle it out in virtual skateboarding combat? There are a lot of possibilities for things that you could do, and maybe you and your committee have seen the possibility for a few different ideas but have not had the time or money or initiative to get there. Put those ideas into this section.

      Finally, the last stage of this assessment process is T for Threats. What problems do you see looming ahead? Do you know a factory or business in town that is going to close down—taking jobs and property values with it? Do you know that one of your two librarians will be out on maternity leave for a while, and you will have to scramble to fill those hours? Is there a bookstore in town with competing programming on the same night or nights that the library has programming? Threats can be big or small, but they should be fairly realistic. It is possible that a threat to the library could include an asteroid from space destroying the building, and maybe you should be sure the insurance is up to date, but otherwise leave fanciful threats out of this discussion. Is there an election coming up, with a potentially (or definitely) anti-library candidate in the race? That would certainly be a threat, and one that libraries seem to increasingly face. Likewise, budget decreases, layoffs, floods of patrons needing job-hunting experience, and more may be affecting your library. Put them all down here and then they can be dealt with more effectively.

      Establishing the current situation in which your library exists at this moment will help you to move on to the next step.

      Step 3: Set Goals

      This is the fun part—what do you want to do? This is where the group can get together and brainstorm and dream and look ahead to your future. After you have gathered all your information and analyzed your current situation, you will be in good shape to move forward. In the early stages of dreaming about the future, go ahead and dream big—write down all the wild things you would like to do in the library and outside the walls. Figuring out how to get there is a later step. Even if you are not able to include your possible goals in this strategic plan, hang onto them because you never know when something unexpected will happen, and you can be ready with some goals.

      Besides SWOT, another common acronym pertains to goal setting and can help you to keep on track with your crazy dreams. Goals should be SMART. Not just good goals, but they should meet some good standards for goals so you know what to do with them.

      In the first step, goals should be Specific. You may want to circulate more books in your library, but what does that really mean? A specific goal would include the details of wanting to increase circulation 3 percent each year for the next three years. Or that you want to double the circulation of Spanish-language materials in your library. Or that you want to increase your home-bound population to 50 participants this year. Adding in a number or percentage helps you to make the goal specific, and once you have a specific goal, you can see how to achieve it. Without specificity, goals are too loose and just hang around the strategic plan looking vaguely like good ideas that no one ever really followed up on.

      Next, goals should be Measurable. Now that you have those fancy, specific numbers included, you can easily tell where you are now and where you need to be in the future. You may have a goal of “increased participation in information literacy classes,” but you need to have some numbers in there to know what an increase would mean. Likewise, if your goal is to “make contact with all third-grade teachers in the district,” you want to know how many people that actually will entail. You can achieve what you can measure, so figuring out how to measure your goals will give you the tools you need to get to.

      The third quality of good goals is that they should be Achievable. You may need more money for your library and plan to engage in fund-raising to meet necessary budget goals. A goal such as “I will call 50 alumni a day to raise money for the new university library bookshelves” sounds nice, but how likely is it that you have time to do this? Likewise, a goal of raising a million dollars may be out of the reach of most libraries without professional fund-raisers to assist them. (Maybe figuring out how to get a professional fund-raiser could be a goal for your library?)

      Next you want your goals to be Realistic. Making goals achievable and realistic does not mean they should be puny ideas. They can be as grand and exciting as you can dream them. You should be able to accomplish them within your strategic planning period. So a long-term goal may be to build a new building for your library, but the realistic goals you can set during this time may include hiring a general contractor, writing an Institute of Museum and Library Services (IMLS) grant, finding land for expansion, drafting plans for the new building, and the like. These goals may be realistic for your library to accomplish in two years. Or your realistic goal may be to add two more special programs a year—something that would stretch your current offerings but would still give you the chance to realistically achieve the goal. Realistic is defined only from the perspective of your library, so work with what you have and what you can dream—together.

      The final step in the goal development process is to make your goals Timely. This means you should be able to complete them within the time period of your strategic plan. Setting your plan for a specific time frame means that you understand the scope of your goals and how to plan for them to best ensure the plan’s success. It also means you work to accomplish your goals within this time period. It would not be a timely goal to plan for a construction grant for a new building if these grants are only offered every few years—and the next one is five years away. If your goals have been fitting into the other criteria for SMART goals, this part may come easily. Giving goals a definite time line lets you think through the things that need to be accomplished sooner rather than being put off, because deadlines help everyone focus on working toward the goal. Letting goals be amorphous—“someday we will get to that”—may be easier but does not get anything done.

      Step 4: Establish Evaluation Standards

      At this point, you have really done the hard part of the planning process, so you want to be sure it does not all go to waste. The best way to do that is to set up some standards for measuring your progress toward the goals you have created. This process does not have to be complicated, but you need to think about the right way to get things done. What are you trying to accomplish? Maybe you have a SMART goal of doubling the number of outreach programs you offer to incoming freshmen over the next three years. How will you measure success? You need to start off by knowing how many programs you are currently offering, identifying those programs you want to offer (new ones or repeats of current ones), and then figuring out how to get it done. Then you can set some intermediate goals to move you toward the big goals: 50 percent more programs this year and 50 percent the next, focus groups with patrons to discover what kinds of programs they want, the number of people attending each program, evaluation of the success of each program through surveys, and so on. At this point, whatever you want to accomplish will be the things you want to measure to see whether you are achieving them. Defining these measurements will let you see where the plan is succeeding and where it needs to be improved or adjusted along the way.

      Step 5: Implement the Plan

      There is nothing more frustrating to staff than doing a lot of work that comes to nothing. After you have invested all this time and effort in the plan, be sure you actually do something with it.

      Too many libraries put together plans or spend a lot of time collecting data for things that mean nothing and are never used. Do you know a library where everyone collects reference statistics or circulation statistics—but nothing is ever done with these data? This pointless busywork takes away from time that could be spent doing very exciting or valuable activities to advance the library’s goals.

      Of course, this can be the hard part; as everyone who has made the leap from “good plan on paper” to “good plan in action” knows, there will be bumps and changes along the way. That is fine. Progress is never easy and straightforward; it always requires some work and some struggle. Without that progress, without naming and chasing down goals, libraries stagnate. We have all seen the issues with stagnating libraries—from bored, burned-out staff who preside over ever-decreasing patron counts, to libraries that are out of touch with and irrelevant to their communities and are finally closed by those communities. Who wants to work in a place like that when instead you can work in a library that is intent on improving services and materials for the community? Working toward a positive future goal will help keep librarians and staff motivated, encourage them to continue to build their professional skills, and keep them interested in helping the library.

      Take action! Get that plan going!!

      Step 6: Assess the Plan

      As you continually check on the evaluation standards you set up, it is likely that not all the goals will be met and that those which are met may need to be modified. This is not a problem; this is how plans work. You look into the future and make your best possible guesses about the ways you and your library will be able to take action. The guesses made are never 100 percent correct, so keep modifying the plan to reflect those changes. This should not mean you give up on your goals—it could mean that you increase them. But even if some of the goals are difficult for you, that is fine. You respond as well as possible and keep moving forward.

      As you move forward in time to reach the end of your strategic planning period, looking back over the plan to see what has and has not been accomplished is crucial for setting up the next plan. Not everything will be finished, or done as planned, but if regular checks were done on the plan’s progress, those revised goals can become part of the overall plan. You will want to have the next plan in place before the current one expires, if possible. This approach will help you stay on your forward-moving course.

      Final Step: Celebrate!

      This is my favorite part of any plan: the celebration! It is important to acknowledge the work and effort that went into a plan, and the effort to achieve the goals. Whether or not the plan was a total success, it is good to have an end period—a time to mark that this particular set of work goals is over and that new things are ahead on the horizon. It is hoped that this is a celebration of successful completion of one plan and a look ahead to the next plan, which was built on the foundations of the one just finished. If the celebration is more aptly described as “so glad that’s over,” that is still worthy of notice. Take the time to celebrate the end of the plan, and staff will appreciate your appreciation of their work.

      POTENTIAL PROBLEMS

      Now that we have walked through the process of setting up the plan, there are a few potential problems that can arise with every strategic plan. They usually come from two familiar sources: Staff and Patrons.

      Bringing changes to people’s work routines and responsibilities almost inevitably means some are going to be upset or disturbed, or refuse to go along with the plan. At worst, they may actively try to sabotage the plan’s chance for success. So what can you do in advance to help your staff respond in a more positive way to changes? Or to make your patrons feel more comfortable with new things in the library?

      Transparency is often the best and easiest approach when working with any kind of plans. As we discussed previously, involving staff in the process from the very beginning to help brainstorm or to bring in their own ideas and suggestions not only pays lip service to their involvement but also shows them that you are committed to their participation and assistance. Not every idea or suggestion will be implemented in a plan, and being up front about that will be helpful to the process, so people do not feel like their input was ignored but will feel that they are valuable members of the team. Working with a committee of people from across the library, or from across the department if you are working with only part of the library, will be helpful to the plan by making it stronger and to the staff by getting them involved before it is finalized. Not only will they be able to provide ideas and bring back reports from the committee to the other staffers but also they can serve as ambassadors in explaining the process of the planning and the ideas that are being raised. Staff should be committed volunteers, if at all possible, not people dragged into the process against their will. Without some positive energy from people committed to success in this group, the plan will be troubled from the start.

      Patrons can also resist changes in the library as strategic plans are implemented. New catalog interfaces can throw them off their usual routine of searching. Elimination of some programs, even with the addition of others, can leave them feeling slighted or threatened. As with staff members, being as transparent as possible will help to overcome patrons’ resistance to changes. Also similar to dealing with staff, a manager needs to refuse to become overwhelmed by voices of negativity. Someone needs to be responsible for pushing forward with a plan, even when other people are nervous or upset—and that person is the manager. Working with patrons to give them a forum to share ideas can be helpful in breaking down resistance. Open meetings, online surveys, usability testing, focus groups, or even just asking people how they are doing and what they are thinking as you share details of the plan can all help to reduce opposition and bring people over to supporting the plan.

      CONCLUSION

      Change is not easy for most people, and a strategic plan may represent a lot of change over time and look overwhelming in the beginning to everyone. But with persistence, communication, and a good strategy for success, strategic planning can play an important and positive role in every library. In this chapter, we looked at the process of strategic planning and have walked through the basics of creating a strategic plan while avoiding some of the obstacles. Fear of the strategic plan is not necessary; a good plan and a good planning process are both useful tools to help a library be successful.

      
        Case Study and Discussion Questions

        Jane recently started her new job as head of the Children’s Department at the Harding Public Library. Following the retirement of the previous head after 25 years, the position had been left vacant for a little while to save some money in the budget. The collection is well stocked but could probably use some more weeding. Staff-wise, things seem to be in good shape, with two degreed librarians, five part-time paraprofessionals, and a small group of volunteers. The library does not make use of any social media, and the website has not been updated in a while. The previous head had organized school outreach visits in the past, but these had faded away as she was getting ready to retire. Jane has heard there are training opportunities available through the city’s training department, which may be of use to the staff. She knows the next round of LSTA grants will be announced in about three months; because the library has been impacted by budget cuts, she definitely wants to be ready to apply. She has noticed that there seems to be a large number of homeschooled children in the library. Her staff tells her this is due partly to the poor reputation of the local schools; many parents from the military base nearby prefer to homeschool their children, along with the other families in the community. They all make frequent use of the library. Jane also wants to be active in the professional world to keep her skills sharp, so she wants to find some useful groups of children’s librarians to join but has not had time to discover them yet. She would like to do more outreach to the community, particularly to the growing number of Hispanic residents who traditionally have not made much use of the library.

        
          	1. How should Jane start putting together a strategic plan for her department?

          	2. What goals should be included?

          	3. What activities should be assigned to year one? To year two? Beyond that?

          	4. How should Jane decide what should be done when and what should come first?

          	5. What resources will she need?

          	6. What people will she need?

          	7. What information will she need that she does not yet have?

          	8. How will Jane evaluate progress along the way?

          	9. How can the plan be assessed at the end to determine whether it was successful?

        

      
      FURTHER READING IN STRATEGIC PLANNING

      Although the basic process of strategic planning is not complicated, as outlined in this chapter, a richer understanding of the process may give you more confidence or help make your plan easier. Many people have written about strategic planning—read any of these sources or explore others to find information useful to you. It is always helpful to see how other libraries handle issues, including planning. But it is good to also look outside the profession, to see how problems and issues are addressed by others. This exploration may bring new ideas to your plan or help you consider problems that you did not think of—and that have already been solved elsewhere.
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      CHAPTER 7

      Leadership

      Mary Wilkins-Jordan and Lisa K. Hussey

      What is leadership? At first glance, the answer seems easy. You can probably think of several people right now whom you would consider good leaders; conversely, a few people you would consider to be poor leaders pop into your mind. So you have some ideas already about the definition of a leader, but do you really know how to identify a leader? Figure out who will be a good leader? Do you know how you can train people to be leaders? Coming to a fuller understanding of the definition of a good leader will help you identify good leadership attributes in yourself and others.

      As with any complex idea, breaking the big, overarching idea into smaller pieces will make all the difference in helping you to be a better leader yourself and for your organization. Good leadership is a concept that people have been thinking about for a long time, probably as long as human beings have existed. So although it may not be possible to understand every aspect of leadership fully in every way, the ideas we will review in this chapter will help you to understand more about the background of leadership, help you to identify some of the competencies you may want to develop in yourself and encourage in others, and give you some practical strategies for making decisions—the hallmark of a good leader. Distilling this knowledge for yourself will help you to understand what leadership means to you and in your organization and will help you begin the lifelong learning necessary to be a leader, particularly in the fast-changing field of library and information science (LIS).

      Let’s begin by looking at some examples of leaders to gain an understanding of what leadership means in different people and contexts.

      
        	• Martin Luther King Jr.: Winner of the Nobel Peace Prize, Dr. King helped to change a nation’s views on segregation, and his nonviolent protests shaped the dialogue of social change (Nobel Foundation, 2011).

        	• Beyoncé Knowles: An American singer and songwriter, Knowles has used her music and fame to highlight issues of social justice and racial tension in the United States. In spite of criticism from music executives and fans, she has continued to speak out and support racial and social justice issues in her music, performances, and public statements (Peterson, 2016).

        	• Ernest Shackleton: Shackleton led an amazing voyage to explore Antarctica, only to see his ship destroyed. He worked with his team to keep them going for the two years it took to be rescued, with every single man coming back alive (NOVA, 2002).

        	• Pat Summitt: A highly respected women’s basketball coach at the University of Tennessee, Summitt led her teams to eight national championships, and her student athletes had a 100 percent graduation rate. She was a champion of women’s causes, receiving a wide range of awards, including the Presidential Medal of Freedom (Pat Summitt Leadership Group, 2018).

      

      None of these people are librarians, yet all stand as examples of leaders who can be models in the LIS profession. Understanding what is valued in different leaders, as well as learning from different ideas about leaders and the skills they need, will help to develop your own leadership style. Leadership is essentially an individual skill, in that everyone has his own way of doing it, but other people need to understand your leadership style so they know whether to follow.

      How is leadership different from management? Warren Bennis (1991) has said the difference between leaders and managers is that managers do things right and leaders do the right thing. Although there is merit in looking at these as different concepts, it is helpful to understand the concepts related to leadership in order to be able to lead from any position in an organization. Often, however, separating leadership and management is basically an academic exercise. To be a good leader in most LIS organizations, you will need those skills classified as management, and to be a good manager, you will need leadership abilities. The best manager is one who understands when to be a manager and when to be a leader. The combination of these is what will help you to not only get hired and promoted but also be successful in your job.

      While trying to understand the concept, it may also be helpful to view leadership as both a property and a process (Griffin, 2008). Essentially, leadership can be seen as a combination of who a person is (property) and what that person actually does (process). This is part of what makes the idea of leadership so complex. Some leaders do not have the obvious characteristics of a leader, but their actions inspire others, whereas other leaders may not always seem to act accordingly, but who they are can be enough to motivate followers.

      Most librarians do not actively seek out leadership; as with greatness, sometimes it is just thrust upon you, and it will be important that you are able to meet the challenge. So let’s start off with some background ideas that other people have developed on leadership and go from there.

      LEADERSHIP THEORIES

      People have spent a great deal of effort thinking about what makes a leader. Although many of these ideas were probably lost or discarded as not helpful, several groups of ideas were formalized into theories, written down, and discussed, and their usefulness has been discussed to this day. (Note: These are theories generally discussed in the United States; other areas of the world have developed their own theories of leadership. Those theories would contribute to the understanding of leadership ideas, and you may wish to explore some of them more broadly after reading this chapter.) Although none of these theories are the One True Answer to All Leaders, looking at ideas people have held to be important may give you a sense of the things you would want to focus on in your own leadership development.

      One of the original theories of leadership is the concept of divine right. This belief goes back to the days of monarchies and hereditary power structures. The main idea of divine right is that people are born into leadership; their position of power in society is ordained. For this theory to work, society must be a rigidly hierarchical arrangement whereby certain members, by birthright and some kind of divine mandate, are ordained with the right and the responsibility to lead the rest of society. As we look through history, this theory has created both good leaders, such as Queen Elizabeth I (the Virgin Queen), and horrible tyrants, like King Louis XVI, whose reign was ended with the French Revolution.

      A similar concept is the power theory, which defines leadership as the successful utilization of power from any power base. The use of this power will not only propel a person into a position as a leader but also serve to sustain the person in that position. Machiavelli (1985) wrote about this leadership style in The Prince. In Machiavelli’s view, the prince’s primary responsibility is to first become a prince and then remain one. The prince is not bound by other’s moral codes or laws because he is the prince and whatever he does is right, regardless of laws or moral codes. The use of power by the prince is intended not only to maintain the prince’s leadership but also to maintain the stability of the state. Machiavelli saw the role of the prince as both leader and representative of the state. As long as the prince maintains his power, the state or principality remains stable.

      Neither divine right nor power theory really addresses leadership as much as it defines absolute rulers. Although these rulers may have strong control over their “followers,” they do not always lead as much as force compliance. Power does not automatically make an individual a leader. How that power is used is more significant in leadership. It is an important distinction to remember.

      In modern times, there have been many attempts to understand and define leadership. One of the first of these contemporary methods of identifying leaders is called the trait theory. Traits are personal qualities that generally cannot be changed. Some examples of traits deemed important for being a good leader include being male or being tall. Although you cannot learn to be taller or a different gender (surgical options exist but still defy an ability to be learned), there are traits that may be more amenable to a training process. Generally, this theory focuses on finding the relevant traits assigned as good for leaders to know and then declaring people with those traits to be leaders (Biggart & Hamilton, 1987). This theory has the advantage of making the leadership selection process easier than it would be if all people are considered possible leader candidates. However, as is true in so many things, easier is not always the best way to go. Taking the more cumbersome route of really looking at individuals and their particular aptitude for leadership roles, rather than just identifying traits, should result in better leaders.

      The administrative school of management and leadership theories was the next to develop to help managers be successful. Frenchman Henri Fayol identified five primary functions of management (planning, organizing, commanding, coordinating, and controlling), disseminating them in 1918 (Wren & Bedeian, 2009). These are still used by many in understanding the role and function of managers. Mary Parker Follett was a Boston-based theoretician in this school in the 1910s and 1920s. She focused on the holistic aspect of an organization and on the need to build reciprocal relationships between managers and staff. Her additions to management theory bridged the ideas of administration and human relations, and her ideas are still valued. In the 1920s and 1930s, the human relations school of thought rose to prominence. Chester Barnard was one of the most prominent thinkers in this area. He wrote The Functions of the Executive in 1938, in which he outlined his ideas on organization and the functions that managers and leaders should carry out in the workplace. His top three functions were to establish and maintain an effective communication system, to hire and retain effective personnel, and to motivate those personnel (Barnard, 1971).

      Some theorists believe it is the situation that creates the leader. In these theories, the emergence of a leader is the result of time, place, and circumstance. These theories are related to the contingency theories in general management. In his 1967 book A Theory of Leadership Effectiveness, Fred Fiedler theorized that there was not one best way to manage and that, instead, leaders needed to look at each situation individually and fit their leadership style to suit the circumstances. This is the contingency theory, and the emphasis on flexibility makes this a useful skill for leaders. In Total Quality Management (TQM), the focus is on building quality in the workplace by understanding and defining quality and then building up procedures and assessments to ensure it is achieved. This model encourages managers and leaders to have their employees develop the skills necessary to meet the quality standards (Oakland, 2003).

      Related to these concepts is the idea of situational leadership, in which different circumstances require different types of leadership (Evans, 1970; Graeff, 1983; Hersey & Blanchard, 1969; House & Mitchell, 1974). The idea behind these theories is that the level of leadership provided is dependent on the task at hand and the maturity of the follower. Maturity in this case refers to the experience of the follower, not the age. As followers gain more experience at a task, they mature. The task performed also greatly influences the process because the more ambiguous a job, the more direction and support a subordinate may need. The leader will measure a subordinate’s readiness to do a job and then provide the appropriate leadership style for the situation. Examples of leadership styles include telling or directing, persuading or coaching, participative management, and delegation. In the early stages, the leader must devote time to helping followers learn and develop. As the followers progress, the leader will give them more responsibility and autonomy until they are able to function will minimal input from the leader.

      The situational theories focus on developing the follower or the worker. This view recognized the role of followers, as well as the attitude of leaders as part of the overall leadership process. Douglas McGregor, in his book The Human Side of Enterprise (1960), also focused on the role of the worker and the attitude of the leader or manager. McGregor’s work laid out two different kinds of workers. Theory X says that employees need to be closely monitored because they are naturally lazy and need to be constantly prodded to work. In Theory Y, managers take a hands-off approach because the employees are presumed to want to work; managers only need to help bring out the inner self-motivation of their employees. Theory Y managers can be seen as leaders because they work to develop and grow their employees. Rather than micromanaging every step, managers inspire motivation by allowing employees to do their best work and to develop.

      William Ouchi wrote the book Theory Z: How American Business Can Meet the Japanese Challenge in 1981, when Japanese businesses were booming and American industry was declining. His ideas were based on the practices he observed in Japanese corporations, in particular that workers want to have close relationships with people at work, that social and family-style aspects of an organization are as important as (or more important than) the work people are doing, and that managers need to be responsible for the well-being of staff. In the application of this theory, managers function both as facilitators of work and as pseudo heads of a family. However, Theory Z has faced challenges translating to the American workplace. The central focus on improving the group over the individual is not always possible to implement because individualism is a strong part of the work culture of the United States.

      In more recent years, transformational leadership has been discussed as an effective leadership model for LIS (Hicks & Given, 2013). Transformational leadership theory is “a motivational leadership style which involves presenting a clear organizational vision and inspiring employees to work toward this vision through establishing connections with employees, understanding employees’ needs, and helping employees reach their potential” (Fitzgerald & Schutte, 2010, p. 495). Working this theory into your own leadership practice would inspire a different type of externalized leadership than would more authoritarian theories. The development of connections with people—staff, patrons—would be necessary in helping achieve this leadership style; people uncomfortable with this kind of professional intimacy may be more adept at incorporating other theoretical bases into their leadership practice and style.

      Related to transformational leadership theory is transactional leadership theory, in which leadership is more of a give-and-take between leaders and followers—followers give their obedience to leaders and follow directions, or they do not; they achieve goals, or they do not (Laohavichien, Fredendall, & Cantrell, 2009, pp. 8–9). Accordingly, leaders issue rewards for good behavior or punishments for poor performance in the furtherance of the organization’s objectives. It may be less personal, but the transactional theory is a rational method of providing leadership in an organizational structure.

      In transformational leadership, the power of the leader comes from the relationship between the leader and follower. Transformational leaders work to improve the situation and work of followers. On the other hand, transactional leaders depend on reward power to motivate their followers. Transactional leaders only have power if the rewards to be given or withheld have value to the follower or worker. It is a much more limited scope of influence and inspiration.

      Charismatic leadership is another theory that is often used synonymously with transformational leadership. Although there are commonalities between them, they focus on different aspects of leadership. Unlike transformational leadership, in charismatic leadership theory, the entire system of leadership revolves around the person in the position of leadership and her personal characteristics, which may help drive staff, patrons, and others to want to follow her and her goals for the organization (Hayibor, Agle, Sears, Sonnenfeld, & Ward, 2011). A charismatic leader inspires through the power of charisma, which can be used to create a mutually beneficial relationship, but not always. Charismatic leadership may result in a very narcissistic focus on the leader to the detriment of the organization and the followers. It depends on the character of the leader.

      Of course, charisma is difficult to learn, which makes this theory challenging to apply. However, there are attributes of the theory that can be useful for most leaders. By harnessing these personal qualities, a leader can make people want to follow and can help inspire others in their work. The downside of this theory is that it is difficult to share power with other people or to delegate power to others; when power and respect are given to a leader on the basis of these personal skills, it may be a challenge for that individual to spread those skills to other managers or leaders in the organization who may also need to gather respect from staff. However, it may be valuable for leaders who can use this theory to exercise it in their own work because it can be a powerful strategy for encouraging others to follow a leader’s direction and goals.

      Although this list is nowhere near complete, these theories can help you to understand some of the thinking that has gone into developing ideas about leaders and leadership. They only go so far, however, and further serve to emphasize what a slippery concept leadership really is. All this thinking over all these years about leadership, and there is still not one right way to define or describe leadership. So let’s turn to a more practical way of understanding what leaders are and how to get them: looking at competencies.

      LEADERSHIP COMPETENCIES

      What is a competency? This is yet another fairly slippery idea that has resisted a single definition being placed on it. Competencies are generally understood to be knowledge, skills, and abilities—things that can be learned or developed with training and practice. We, and others, have expanded this definition to include other characteristics that are less easily measured but that still could be developed or improved with training. Birdir and Pearson (2000), looking at research chefs to see what made them good leaders, defined competency for the purposes of their study “as skills, ability, knowledge, and other attributes that make a successful research chef” (p. 205).

      This definition can come dangerously close to the trait theory but should be distinguished: in this understanding of leadership, competencies can be learned or improved, while traits are present or not. There can be some close cases, and they may come down to individual decisions about which side of the line they fall on, but the focus on trainability should be the decision maker. If someone can improve—not necessarily become perfect, just improve—then the attribute can be considered a competency.

      So where are the leadership competencies for the LIS profession found? Some have been developed through research, using different methods and strategies to develop lists; these are the most trustworthy and would be the best place to spend your time in study. Other competency lists were developed by authors from their own experience or from anecdotal experiences of librarians and other professionals. Still others (a significant number of them) are presented in the literature with no discussion of their method of creation, just suggested as important. Although this last group may describe useful competencies, a lack of explanation about their development is troubling and might not result in the most trustworthy list. Again, it will be necessary for you to decide what ideas for competencies will be the most necessary and relevant to you in your own development and for your individual organization.

      Helmick and Swigger (2006) carried out a study of leadership competencies for librarians, looking at those working in the western part of the United States. The researchers identified the following competencies: build positive staff-patron relationships, respond to customer needs and demands, apply creative thinking and problem-solving skills, and articulate the value of positive attitude. Murphy (1988) looked at the leadership competencies of 12 corporate librarians. After considering several different viewpoints from these leaders, she concluded with a list of competencies observed by these leaders to be important for successful library leadership. These competencies included communication, persistence, empowering others, and vision. Schreiber and Shannon (2001) assembled a list of competencies (which they referred to as leadership traits) based on ideas they gathered over many years of training and consulting with leaders. The competencies they identified as important included self-awareness, customer focus, and embracing change (p. 46).

      Maureen Sullivan (1999) brought forward her leadership competency list in a discussion about leadership on a national level in the profession. Competencies she believed important included collaboration, persistence, and investment of time and energy (p. 141). In their discussion of the Urban Libraries Council training program, Nicely and Dempsey (2005) noted the effects the program had on the mentee sponsored in their own library. Competencies they saw as developing as a result of this program included confidence, decisiveness, and savviness about building networks (p. 297).

      When looking at ideas for competencies, remember to consider whether they can be learned or improved with training. It is not unrealistic to assume that people will achieve perfection on all identified competencies yet not necessarily be good leaders (delegation is always available). Becoming aware of the important leadership competencies and improving on each of them is important for good leaders. When you are looking at training programs, look at the goals listed for participants; these are the competencies that the trainers believe are most important for leaders to know. If a program has no goals, are there no competencies to be learned? Sadly this is all too common, and it is probably a sign that the training will not be helpful. Any leadership or managerial training that does nothing more than provide a network of other new and aspiring managers for you to meet is probably a waste of your time.

      Of all the competencies important for leaders, one stands apart and may be the defining criterion separating leaders from followers: decision making. Without the ability to make decisions—good decisions—a person cannot be a leader. She may have the title, but a leader must be able to make a decision that will affect herself and her organization—and then deal with the consequences of that decision.

      FOLLOWERS

      The last leadership concept to touch on is the role of followers. Leaders must have followers; otherwise, they are not really leaders. Becoming a follower is a choice. By following a leader, individuals have decided that this person may speak and act on their behalf, at least to some degree. This decision to follow comes with responsibilities. To begin with, a follower agrees to support a leader’s decisions and to act on a leader’s orders. At the same time, followers should never do either of these things blindly. Followers also have a responsibility to question a leader’s statements, actions, and goals. Rather than being disrespectful, a follower who is willing to question is demonstrating the willingness to learn. Leaders should always be willing to teach and to support their ideas and decisions. When followers do not question and instead accept blindly, there is a scary potential for abuse of power, such as occurred in Nazi Germany or the tragedies of Jonestown and Waco. In all three cases, followers did not question leadership’s actions or decisions.

      In the workplace, employees cannot always choose whom they answer to, who is recognized as the leader of the organization. However, workers can ask questions, especially if actions or orders seem to be working against policy or may result in either physical or career harm to an individual. If a “leader” in an organization is not willing to answer questions and instead expects blind obedience, that person is neither a leader nor an effective manager.

      CONCLUSION

      Although leadership can be difficult to definitively pin down, it is clearly an important skill. After walking through some of the theories that people have developed over the years, you should have some strategies to apply as you develop your own leadership style. Looking at some of the competencies identified as important for leaders will help you to focus on the specific knowledge, skills, abilities, and other trainable attributes that you may use in your own professional development. Librarians and staff may want to use some of these competencies to help identify new leaders in your organization, providing them with training opportunities to develop these competencies themselves. Finally, understanding the formal decision-making process will help you to make better decisions. Although it may be somewhat cumbersome for making everyday decisions, the framework described in chapter 8 can help you focus on the most relevant details in order to make the best decision.

      Developing your own leadership style and strategy is a career-long process. There will always be something else to know and to improve as you become a better leader and as you spend more time honing your skills. Training programs and self-education can be useful throughout your career. Some reading suggestions are presented in the “Further Reading” section of this chapter to help you get started.

      
        Case Study and Discussion Questions

        Dan is the head of the Support Services Department for the Kingston Public Library. He has been on the job for just more than 15 years. He likes his job overall but has the usual problems encountered in this type of department: staff, technology issues, budgets, and so on.

        He has been feeling a little restless lately at work and wants to do some new things to make the department better. He is also starting to think about his own retirement, which is coming up in about five years. He has not discussed this with anyone else at the library yet, but he wants the department to be in really good shape for his successor.

        He wants to figure out a way to identify the people in his department who can move into leadership roles, but he is not sure how to do this. He is also not sure how to help them develop their own leadership skills. There are 45 people in his department; currently three managers work under Dan’s direction: cataloging, technology, and serials. He feels very confident about the skills of two of these managers but is not sure about the third. He is not sure that any of them have the competencies, or the drive to develop the competencies, to move up into his job when he leaves.

        
          	1. How will Dan help his managers develop their leadership competencies?

          	2. How will he go about identifying other people in the department, the library, or the larger professional world who might be able to become the next head of support services?

        

        For his other goal of putting together some good ideas for the department to use, Dan wants to find ways to come up with these ideas. He knows that some people in the department have strong feelings about changes, and he does not want to cause them any unnecessary stress at work. He wants to push people to move outside their comfort zones in coming up with innovations and goals that will make the department, and the library, more successful. So he wants to decide whether to involve the department, the library, and other stakeholders (board members, patrons, etc.) in spending the next year brainstorming, surveying, dreaming, and researching new and interesting and useful directions the Support Services Department might take. Or he might decide just to craft a smaller scale plan himself, making some changes that will help the department move in a good direction over the next couple of years. Then he can work with someone, or a small team, to develop a larger plan to move the department forward into his successor’s hiring.

        
          	1. How can Dan figure out which of these plans to follow?

          	2. What kind of information does he need to make the best decision?

          	3. How will he know whether he has made a good decision?
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      CHAPTER 8

      Decision Making

      Mary Wilkins-Jordan and Lisa K. Hussey

      Making decisions is central to management, yet not all decisions are made at the management level. The reality is, however, that the most important ones, the decisions that have the most influence and impact on the organization, are made by managers and administration. Hence, it is important to consider the process so you can understand the influences on and the barriers to decision making.

      At the most basic level, a decision is a judgment. It is a choice between alternatives, but the choice is rarely between right and wrong. When a decision has to be made, it is usually between two good options or two bad ones. A manager is usually trying to figure out what will be best, either as the best of the good options or the lesser evil of the bad options.

      Decision making is an active process. Three key factors in the process are thinking, deciding, and acting. In order to make a decision, one must consider alternatives, make a selection, and then put it into action. What ties all of this together is information, which includes incomplete information, personal perceptions and bias regarding the information available, and misinformation. In order to think about a decision, one must know about the context, alternatives, and potential risks and rewards. The decision maker then uses this information to select an option or alternative, which should be partially based on how it will be implemented (or acted upon).

      THEORIES AND DECISION MAKING

      There is a wide range of theories and ideas about decision making, from a rational and rigid step-by-step process to a strong reliance on intuition and gut feelings. Everyone makes decisions at some level, so there are many people who try to explain the context and process. Regardless of the theory or conceptualization, however, the most important part of decision making is that a decision is made and implemented. Peter Drucker provided a definition of a good decision maker, stating that “least effective decision makers are ones who constantly make decisions. The effective ones make very few. They concentrate on the important decisions” (Drucker, 1992, p. 121). In other words, people who are constantly making decisions are often changing their minds or holding on to too much power and refusing to let anyone else be involved in decisions. This approach often results in decisions that are faulty, badly reasoned, or simply self-serving, all of which generally create poor results.

      Given its importance in organizational functioning, there is a fair amount of literature about decision making in management. The early theories, particularly in administrative management, saw decision making as a very rational process. According to this model, decision making has four distinct steps (Rainey, 2014, p. 184):

      
        	1. Decision makers know all the relevant goals clearly.

        	2. Decision makers clearly know the values used in assessing those goals and targeting a level of attainment for them, so they also know their preferences among the goals and can rank order them.

        	3. Decision makers examine all alternative means for achieving goals.

        	4. Decision makers choose the most efficient of the alternative means for maximizing the goals.

      

      This model still tends to be the most used in management. However, it has several issues and misguided assumptions. First, the model assumes the available knowledge of all information related to the decision. The reality is that the information available is often incomplete, misunderstood, or misperceived. More important, however, is that this model assumes a logical and rational approach to decision making, despite the fact that people are not rational, particularly not in their decision-making practices. That is not to say that people are not very good at rationalizing the decision-making process, but humans are not usually rational. This is especially evident when any emotion, such as fear or excitement, drives the decision-making process. Emotions can complicate the use and interpretation of information, causing someone to overly stress unimportant factors or to blindly accept poor information or misinformation.

      Herbert Simon, a contemporary of many administrative management theorists, was a strong critic of this decision-making theory. He posited that most people did not have the time or resources to do exhaustive research, so he created a model of decision making that was “compatible with the access to information and computational capacities that are actually possessed by . . . man” (Simon, 1955, p. 99). He introduced the idea of satisficing. In this model, decisions are made based on identifying the alternatives until an acceptable and “practical (most obvious, attainable, and reasonable) solution” (Satisficing, n.d.) is located. The decision is made without identifying all possible risks or options but, rather, by identifying a solution that is known and perceived to be a lower risk. In other words, it satisfies the need to make a decision but does not necessarily result in an optimal solution.

      At this point we hope it is clear that the decision-making process is complex and often irrational. Yet it is almost always presented in a linear list, such as the one shown earlier, because there are identifiable steps to decision making. Unfortunately, this presentation is deceptive because decision making is not a linear or simple process; rather, it is a series of steps, each of which builds upon the previous ones, but which are also very fluid. When making decisions, one is often required to move back and forth between the steps, even going so far as to return to the initial steps once a decision has been made. Knowing the steps helps to understand the process, as long as the decision maker understands the need to be flexible.

      COMMON STEPS IN THE DECISION-MAKING PROCESS

      Although there is a plethora of models of the decision-making process, there are common concepts and steps that define the process. Although these are presented as a list of steps, keep in mind that the process is actually fluid, one in which you may go back and forth between steps as new information is introduced, as others contribute to the process, or when a decision (or part of a decision) fails and a new decision must be made.

      
        	Step 1: Recognize and diagnose the situation. This is not as simple as it sounds. This should involve a lot of thinking and analysis to make sure you understand the situation and are not just taking things at face value. In other words, figure out exactly what the decision is about. Make sure you are dealing with current information, not just whatever information is handy.

        	Step 2: Identify the alternatives. In this step, it is important to try to go beyond the obvious solutions. This is a stage in which input from others can be incredibly helpful for identifying possible solutions you were not aware of. This is also where you will assess the opportunities and risks connected to each alternative.

        	Step 3: Select the best alternative. Although this step seems fairly straightforward, it often is not quick or easy. If all humans were wonderfully rational, it would be simple, but it is not. This is often a good time to ask for input from others. What you see as best might not actually be the best. We tend to decide on “best” based on our own point of view and feelings. This is rarely a rational process.

        	Step 4: Put the selected alternative into practice. It is time to implement the decision. Although this may seem obvious, many people often get stuck between selecting the best alternative and actually acting on the decision. It is not a decision until it has been implemented. This step involves communicating the decision, as well as assigning responsibilities and accountability and laying out expectations. It is not enough to make a decision; you also have to act on it.

        	Step 5: Follow up. Once a decision is made, you need to check in and make sure the decision is actually working. This analysis requires feedback and evaluation and often leads to revision and change. Follow-up may also require you to admit to a mistake and acknowledge that the decision was wrong, which will send you right back to the beginning, recognizing and diagnosing the situation.

      

      If you understand the process, it will help with making decisions. However, decision making is not just about the steps. Other factors, such as condition and type, also influence the process. These factors involve the context of the decision and the amount of available information regarding the risks and benefits. Most decision making falls into one of two types: programmed or nonprogrammed. Programmed decision making is basically exactly what it sounds like—the conditions and parameters for the decision are already set up. These parameters involve things like policies, rules, and procedures. These are decisions you really do not have to think about too much because the framework is already there and known. Decisions made based on rules, policies, and procedures are usually programmed decisions. They are not, however, always easy decisions because the frameworks for decision making can be based on broad or vague policies, rules, or procedures.

      Nonprogrammed decisions, however, are the ones that can be especially difficult. These are decisions for which you have little to no structure or guidance for how to select the best course of action. In other words, these are situations that the rules, policies, and procedures do not cover—the unique situations. In these cases, the decisions often rely on experience and intuition. The ultimate decision usually evolves from an individual’s or group’s judgment of the situation and the known options. Nonprogrammed decisions are scary because their potential consequences are so open and unknown.

      The conditions of decision making are also important. There are certain degrees of certainty involved in decision making. Obviously, the more certainty, the less stress involved in the decision-making process. The first level is decision under certainty. In this case, the decision maker knows the alternatives and conditions involved in the decision. This is basically a programmed decision, although there is always a small amount of uncertainty in any decision. Often, a lot of assumptions are attached to thinking that the decision is being made under certainty, which may actually result in more uncertainty than expected.

      Then there is decision under risk. With these decisions, there is a reasonable estimate of the probabilities associated with the identified alternatives, including the potential benefits and consequences that can be expected. In these conditions, decision making involves balancing the known probabilities associated with each alternative against the potential consequences for each. In essence, this is a judgment regarding what an organization can risk compared to what it cannot.

      The final, and probably scariest, condition for decision making is uncertainty. This involves having little to no knowledge of possible alternatives and their respective risks, benefits, and consequences. These are situations in which decision makers rely heavily on intuition and may look for advice. Many, if not the majority of, decisions are made with a decent degree of uncertainty; otherwise it is not really a decision. However, the less information and the more uncertainty, the more difficult (and potentially paralyzing) a decision may be.

      There are also behavioral conditions that factor into the decision-making process. These concepts focus on the ideas that people are not rational and that it is not possible to know everything. Bounded rationality is the concept that decision making is limited by what the decision maker actually knows. As individuals, we are limited by our own knowledge. We all only know so much. We are also limited by our unconscious. This includes the assumptions we act on without knowing (or understanding) why we do. We are also limited by our own habits. We all have our own ways of doing things, ways in which we are comfortable or used to doing things. Our habits significantly influence how we approach making decisions, especially those we do not think about but just do. Bounded rationality also considers the role of human behavior in the decision-making process. We are limited by what we do not know we do not know and by how we do things, which we often do not think too much about.

      Bounded rationality is not the only way in which decision making can be limited. When making a decision, we tend to limit our effort to some degree. This is satisficing, which was mentioned earlier in the chapter. In this process, rather than searching out every possible alternative, most managers only consider those alternatives that they already know or that they can easily locate. In fact, managers or individuals stop looking for alternatives as soon as a decent solution or answer can be located, even if there are other possible options. It is similar to the law of minimum effort in searching. When faced with making a decision, most managers will stop looking as soon as they find an acceptable or satisfactory solution or answer.

      Other behavioral characteristics are relevant to decision making. Risk propensity is a strong influence on how and when decisions are made. Essentially, risk propensity is how much one is willing to risk. Within the decision-making process, it is important to consider an individual’s willingness to gamble or take a risk as well as whether the organizational culture encourages risks and how they are weighed in the process. Even in a conservative culture, an individual with a propensity for risk will still risk, and in a very risk-focused culture, you will still find individuals who are very careful and conservative in their decision making.

      Coalitions are another important factor in decision making. They are actually more a group behavior, but within the context of an organization, coalitions often begin with an individual or a few “concerned” people and then develop into larger and more influential groups. Coalitions can be internal or external to an organization, but either way, they work to affect decisions in the organization using the influence and potential power of numbers. This situation can happen in a few ways. Those involved in the decision making try to build support for a particular alternative by discussing it with others outside the process. Those outside the process may try to work together to influence the decision makers through negotiation or politics. Coalitions outside the organization may approach policy makers or governing bodies to try to influence decision making within the organization. It is necessary to pay attention to coalitions. They may provide new ideas and alternatives, or they may have enough power and influence to derail the decision-making process.

      Regardless of individual or group views, decision making should include ethics and ethical review. Ethics should be the basis of decision making, particularly when others are impacted by the benefits and consequences of the alternatives. Decisions in organizations should be guided by both individual ethical codes and organizational ethical codes. If there are professional ethical codes, as there are for both libraries and archives (American Library Association, Association for Information Science and Technology, Society of American Archivists, to name a few), they should also be considered. This is a time where a gut check can be helpful. A decision may seem to fit within the established codes of ethics, but something feels wrong. This is a good time to stop and consider why. It may be because of a bias that should not be influencing the process, or it may be that there is something “not quite right” about the decision and it needs to be rethought.

      This brings up the concept of bias in decision making, which is an important consideration, especially when implementing ethical decision making. At the beginning of the chapter we mentioned the importance of information. Decision making is influenced not just by the information available but also by how that information is perceived and applied to the problem. Bias can further complicate the process. Just as humans are not rational, they are also biased based on their own experiences, values, and expectations. People can be objective and try to step back from their views and biases, but they are never completely unbiased. It is against human nature. Biases are connected to our unconscious, to our assumptions, and this will skew or shift our views on alternatives and how we judge benefits and consequences of decisions. So, though there may be some rational thought in the process, decisions are made based on multiple factors, including an individual’s own biases. Even if the decision that is made is based on the rational approach, those making the decision will still reflect their biases or their own worldview in how they value input, prioritize risks and benefits, and support or present the decision.

      The last behavioral aspect of decision making to review is the concept of escalation of commitment. This is a failure or inability to recognize a mistaken or bad decision and instead continue to focus on the decision. Some people simply cannot let go of their choice, even when it is clear that it is failing. This reaction may be based on a belief that it really is the right decision, or it can happen because someone is afraid to admit a mistake. Escalation of commitment is a real danger, particularly where there is a strong tradition. It is hard to move away from tradition, but if it is no longer working, it is no longer needed. Of course, change is incredibly difficult, which is why escalation of commitment happens.

      Another layer of complexity in decision making is that it is not always an individual process. Team decision making can be a good alternative to individual decision making, for no other reason than that teams can identify other potential alternatives and solutions. Teams involve multiple people with different experiences, which means more information and knowledge are involved. Different points of view can help identify more alternatives. Additionally, there is a better likelihood of acceptance of a group or team decision because those involved understand the process of how the decision was made. Although there is no guarantee this will happen, members of a team are more likely to accept a decision if they were a part of the process, even when their favored alternative is not accepted. Team decision-making processes also provide an opportunity for improved communication because they may involve individuals from different parts of an organization. Together, as they work, these individuals learn more about the expectations and responsibilities associated with different departments, not to mention that they all now know someone from those other areas.

      However, group or team decision making also has its problems. To begin with, teams are made up of individuals with their own expectations and biases. This means the process, even if successful, is probably going to take a lot of time to work through misunderstandings, conflicts, or different expectations. The process can be quite costly in terms of time and resources. If the decision needs to be made quickly, group or team decision making may not be the effective approach. There are other issues as well. Often in groups, individuals will make compromises in order to get to consensus. Although this is laudable, it is not always a good idea. Compromise generally makes those involved feel like they have lost because they have had to give up something in order to come to an agreement. This situation may lead to resentment and resistance to implementing the decision.

      GROUPTHINK AND DECISION MAKING

      Groups and teams are also at risk of domination or groupthink in the decision-making process. In domination, one person tends to control the process. The decision is more or less driven by one or two dominant personalities. Groupthink is a potentially dangerous aspect of group or team decision making. Groupthink occurs when the desire for consensus overwhelms the goal of reaching the best possible decision. “Concurrence-seeking becomes so dominant in a cohesive in-group that it tends to override realistic appraisal of alternative courses of action” (Janis, 2001, p. 198). This results in individuals in a group ignoring their own misgivings, censoring themselves, and “collectively construct[ing] rationalizations in order to discount warnings and other forms of negative feedback” (Janis, 2001, p. 200).

      There are many historical examples of groupthink leading to really bad outcomes. The failure of the Bay of Pigs invasion is often cited. In 1959, Fidel Castro assumed control over Cuba and its government. Castro had strong ties to the Soviet Union and immediately began actively reducing American influence in Cuba. This included nationalizing industries, such as sugar and mining, that had been controlled by American companies (History.com Editors, 2009). This action quickly led to increasing tensions with the United States. After his election in 1960, President Kennedy and his advisors began to consider options for dealing with the Cuban situation. However, when discussing what to do about Cuba and Castro, President Kennedy’s advisors focused primarily on the information that would support invasion rather than considering other options. Any dissenting opinion was shot down or not allowed into the conversation at all. The result was the Bay of Pigs invasion, in which a CIA-backed group of Cuban exiles invaded the island and were defeated within 24 hours (History.com Editors, 2009). The Bay of Pigs turned out to be a disaster and a huge embarrassment to the Kennedy administration. The groupthink mentality prevented any discussion of alternatives to armed invasion.1

      However, President Kennedy learned from this mistake and made a point of having someone present the alternative point of view (i.e., have someone play devil’s advocate), an approach that played out the following year in the Cuban Missile Crisis. In late 1962, the United States discovered that the Soviet Union had installed missiles on the island of Cuba. Unlike with the Bay of Pigs invasion, President Kennedy listened to multiple options. In the end, he ordered a naval blockade of Cuba. The blockade, though still a strong statement, was considered a moderate approach, especially in comparison to other options that included the United States invading Cuba or simply bombing the existing missile sites (History.com Editors, 2010). The blockade lasted for 13 days, and many feared it would lead to another world war.2 However, because President Kennedy was willing to listen to multiple views, he was able to prevent another disaster, as well as eliminate a strong threat to the safety of the United States.

      As President Kennedy showed, there are ways to try to counter groupthink. Assigning a devil’s advocate for each discussion is a start. Having everyone speak before allowing for argument provides the opportunity for alternative views to be presented. Reward critical thinking and allow individuals to explain their ideas without interruption. Perhaps most important, do not mistake silence for consent. If someone is not speaking, ask the person’s opinion. You may need to provide an opportunity to speak in private or through a medium such as e-mail, but do not assume that because someone has not openly disagreed, the individual agrees with the decision.

      CONCLUSION

      Decision making is a complicated but essential part of organizational life. It is a heady responsibility, one that has a huge influence on others. Good or bad, decisions have consequences for others and for the organization. Managers must be able to work through fear and uncertainty and be willing to accept responsibility for both positive and negative consequences.

      
        Group Exercise

        The library has just received a tempting offer from a local business. The business, an arts and crafts shop, wants to donate enough money to convert an underutilized storage space in the basement of the library into a community meeting room. The library has worked with the business to host crafting classes, such as basic knitting and introduction to scrapbooking, as well as hosting “art classes” for homeschoolers in the area. The classes, though popular, have been limited in the past due to a lack of space. Converting the storage space into a community room would allow the library to offer larger classes and possibly host speaker events, given the planned size of the new space.

        There are concerns, however. The space, though underutilized, is the only storage space in the library outside staff offices. The offer, though generous, is not without conditions. The business owners expect to have priority of use for their classes. They ask that the room be named for the business and that advertisements about the business be posted regularly in the room. You think you might be able to negotiate some of these conditions but not all of them.

        Answer the following questions:

        
          	1. Who should be involved in making the decision about whether or not to accept the donation?

          	2. What do you need to consider in order to make the decision?

          	3. What are the possible risks in accepting the offer?

          	4. What are the possible risks of declining the offer?

        

      
      NOTES

      
        
          1. For more information about the Bay of Pigs invasion, visit https://​www.history.com/​topics/​cold-war/​bay-of-pigs-invasion.

        

        
          2. For more information about the Cuban Missile Crisis, visit https://​www.history.com/​topics/​cold-war/​cuban-missile-crisis.
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      CHAPTER 9

      Organizational Communication

      Lisa K. Hussey

      Communication is one of those essential concepts in management. No manager can be successful if she does not know how to communicate because communication is tightly tied to many of the basic concepts in management, such as structure and culture. Communication is central to any good relationship, regardless of context. In an organization, communication is complicated by things like diversity of backgrounds, levels of education and understanding, modes of communication, and organizational structure. Communication is probably one of the most complicated concepts in management, but it is one that most people try hard to simplify. I am not saying it cannot be streamlined, but I do not think anyone who is successful with communication ever sees it as simple.

      Before we dive into the definition of communication, I want to introduce a concept that is an important part of understanding communication—the idea of “constructing a shared reality” (Searle, 1994). The process of constructing a shared reality, or a shared understanding, is how we as individuals come to understand each other, how we build a common understanding of word use, presentation of ideas, and all the nonverbal and unwritten aspects of communication. It is a process that takes time and a willingness to learn about new and different ways of communicating ideas. Constructing a shared reality allows for individuals to build understanding between them; they need to build a shared understanding of terminology, context, worldview—basically of reality as they both know it. It is an ongoing process, filled with mistakes and misunderstandings, but one that is essential to effective communication. Keep this in mind as we discuss communication.

      As I just said, communication is the process of constructing shared realities—creating shared meanings. It is our attempts to have others understand our world as we do and our efforts to appreciate the world of those around us. The process is culturally and contextually influenced, with success or failure reliant on individual communication competencies—knowledge, sensitivity, skills, and values. As a process for the construction of shared realities, communication is dynamic and ever changing. Communication can be considered a transfer of information, and at its basis, it is. However, it is more than that. When two entities are communicating, they are engaged in a social interaction in which they use symbols (words, body language, tone, inflection, etc.) to attempt to create a shared meaning (mutual understanding) that will produce an effect on both parties.

      Organizational communication takes this concept a bit farther in that it is more than just the daily interactions of individuals within organizations. It is the process through which organizations create and shape events. All organizational communication shares certain characteristics. It occurs within a complex system that is shaped by and influences its environment; it is comprised of messages and their flow, purpose, direction, and media; it includes people and their attitudes, feelings, relationships, and skills. I know this seems a bit abstract and confusing, but just keep this in mind as we work our way through the communication process in this chapter.

      COMMUNICATION

      So, to begin with, why do we communicate? It seems like an obvious question, but it is important to consider before we start dissecting the communication process. There are many reasons why we communicate, but they can be boiled down into a few basic concepts. First, we communicate because we want to pass on information. We want to tell someone something. This is one of the most basic motivations for communication. We also communicate because we want someone to do something. We are trying to get a specific outcome or action. This is an important part of management communication. We also communicate to persuade someone to our point of view. We feel we have a strong or important idea, and we want others to understand why it is important, so we do what we can to communicate this to others. Finally, we communicate because we want to create a certain perception of ourselves, such as a friendly person, a stoic listener, or a scary dictator. All these perceptions are built in part from how an individual communicates.

      Communication is one of those things that everyone has an idea about, and many share similarities and common ideas, but the basic definition is hard to represent. It is the dissemination of information, and yet this is only part of it. It is both speaking and listening, but there is still more involved. It includes the mode of delivery, word choice, body language and facial expressions, and anything else that influences how a message is sent and received. However, regardless of what is included, the first thing to recognize and accept is that communication is a process. It is much more than just a simple group of steps along a linear path, which is why it is a complex and complicated process.

      Despite being a complex concept, communication has a plethora of models. In an attempt to define communication, many scholars have put together models to explain the communication process. Although these models can be useful, they are often too simplistic. On the other hand, though I am not sure it is possible to properly model the complexity of communication, having a visual can help build an understanding of the concept. Regardless of the theorist, the models of communication tend to have the same basic modules, as shown in figure 9.1. Several key terms or concepts are evident in this figure. Each makes a significant contribution to the overall communication process (Shannon & Weaver, 1963).

      
        [image: ]

        FIGURE 9.1 Communication model

      
      
        	Sender and Receiver: These two concepts are grouped together because they work in tandem. The source of the message is the sender, the person or group that creates the message. On the other end is the receiver, the source that must understand or act on the message.

        	Encoding/Decoding: Encoding is the process of formulating messages—choosing the content and symbols to convey meaning. Message encoding is determining what we want to be understood (content) and how we believe it can be best presented (choosing symbols). Decoding is the process of assigning meaning in the role of receiver to message symbols generated by the message source. Decoding is taking what we see and hear from others and deciding how it should be interpreted or understood.

        	Message: The message is the symbolic attempt to transfer meaning; it is the signal that serves as a stimulus for the receiver, who is subject to situational and cultural influences. In essence, the message is what is being communicated and what is understood.

        	Channel: The channel is the medium through which the message is transmitted. Channels can range from oral to written to electronic to visual. There is an endless array of channels for communication. It is important to note that channels can distort messages both technologically and in sensory reception. The selection of one channel over another may act as a message all its own.

        	Noise: This is the distortion or interference that contributes to discrepancies between the meaning intended by the sender and the meaning assigned by the receiver. It can be an auditory interference (static on a phone line, loud noises nearby, etc.), or it can be the result of a lack of understanding, multiple meanings for a single term, or the channel of delivery. All of these can shift or change the message from the original intent.

        	Feedback: This is the back-and-forth between the sender and the receiver. Feedback can be as simple as a smile or nod to acknowledge receipt and understanding, or more complex, such as answers, clarification questions, or actions based on the message. Feedback is very important to the communication process because it allows the sender and receiver to build understanding.

      

      There are other important concepts to consider as part of the communication process, ones that are rarely included in models. One of the most important is the idea of competence. This includes one’s knowledge, sensitivity, skills, and values, which are all used to both encode and decode messages. Competence is also influenced by experience and cultural background, both of which shape how an individual or a group defines the norms of the communication process. The success of a communication depends heavily on the competence of the sender to construct a message and on the ability of the receiver to decode the message.

      Competence in communication depends on the skills of the parties involved. Essentially, effective communication can be broken down into a few key points. First, it is important to develop good listening skills. This goes well beyond just letting another person speak. Effective listening involves paying attention, keeping an open mind, and asking questions to ensure understanding—basically showing that you are engaged in the communication process. This not only allows the listener to actually hear what is being said but also encourages two-way communication.

      When looking at communication, one must also consider the context and the environment in which the communication takes place. This helps to define the formality of the communication, as well as how it may be decoded or interpreted by the receiver. For example, a quick conversation in a hallway will be perceived differently than a meeting in a boss’s office or a closed-door meeting. Each of these settings provides a different context for the communication and how it is interpreted often depends on the individual’s or group’s experience.

      FORMAL AND INFORMAL COMMUNICATION

      In all organizations, communication can be broken down into formal and informal communication. Formal communication is tied directly to the organization and is a matter of record. A communication can be considered formal if it is in any official format or contains any information that is expected to be acted upon or any commitment to be honored. Most formal communication includes a written component as a record. This includes oral conversation, particularly if the information that results is to be measured in any way. There has to be a record of the expectations. Informal communication is much more nebulous. It can range from a closed-door meeting to an off-the-record discussion to a conversation in the lunchroom. Informal communication can include daily feedback from managers—comments about the work being performed without any formal record of it. It also refers to gossip within an organization. Informal communication can also be the nonverbal components of the communication, such as body language or setting. The use of both may be intentional, or they may provide additional information beyond the formal communication. However, there are two important points to consider regarding the formality of communication. Formal communication almost always includes a written record or some other kind of record, such as an audio recording or digital record. Informal communication is rarely recorded and can easily be distorted as it spreads throughout an organization. Both heavily influence how the information is interpreted and used.

      INTERPERSONAL AND NETWORKED COMMUNICATION

      Within organizational communication, there are types and directions of communication. Let’s start by looking at two types and then we will get into the directions. Probably the most common type of communication is interpersonal communication. This ranges from a quick comment in passing to formal notifications such as memos and the employee handbook. Interpersonal communication is generally broken down into either oral or written, which can be formal or informal. Formal interpersonal communication includes personnel reviews, setting of individual expectations, and formal feedback on day-to-day work. Quick comments in passing, sharing information over lunch, or passing along gossip can be seen as informal interpersonal communication.

      In addition to interpersonal communication, there is group or networked communication. This is the way in which information is shared on a broader scale across an organization and includes both oral and written communication. Networked communication reflects the flow of information within an organization and usually resembles the organizational chart, although it is not limited to “official” lines of communication. Tracing how gossip is spread within an organization is an excellent example of informal networked communication.

      There are various ways to model network or team communication, but essentially the idea is to look at how information is communicated within an organization and identify which individuals send and receive messages. Is all communication centralized and filtered through one office or individual? Is information passed down through the organization in a long delivery chain? Are employees encouraged to share information, or are there set offices through which information must pass before being passed on to others in the organization? Is there open communication across all departments and levels?

      DIRECTIONAL COMMUNICATION—HORIZONTAL AND VERTICAL

      Looking at networked and team communication provides a nice lead-in to the direction of communication within an organization. Organizational communication can be divided into two basic directions: vertical and horizontal.

      Vertical communication is split into two distinct directions: upward and downward communication. Upward communication is the passing of information from the lower levels of the organization to the higher levels, such as an employee reporting to a manager. Downward communication is any transfer of information from the top of the organization to the lower levels, such as a director announcing a new policy to be instituted by each department. These directions of communication are based on the organizational structure. One reason for establishing the organizational structure is to define this reporting relationship, which establishes the formal lines of communication. The organizational chart provides a visual representation of these lines of communication. Vertical communication is the vehicle for most of the formal communication in an organization. Both upward and downward communication are the official channels of organizational communication.

      To be successful, vertical communication must be two-way. In other words, regardless of the direction, feedback is an essential part of the vertical communication process. For example, a policy should not just be passed downward; there should also be an expectation of upward communication based on reaction, understanding, and implementation. Performance reviews should not just be given. There should also be a chance for reaction and questions. Upward communication should be acknowledged, even if it is not acted on or relevant at the time. Employees need to know that their messages have been received and understood as much as management needs employees to understand their orders and expectations of work.

      Both upward and downward communications have challenges. Upward communication is often distorted or incomplete because of fear of reprisal. Even when encouraged, employees are guarded in how they will comment on organizational policies, management performance, or even their own performance. Rather than provide accurate information, employees will often communicate what they think management wants to know, leaving out details or problems that may reflect badly on an employee or a department.

      Managers can counteract some of the challenges by listening to feedback and acting on suggestions, or if they do not or cannot act, explain why. If employees recognize that they are actually heard, they are more likely to continue to communicate. Managers should also make a point to check in with employees regularly. This does not have to be a formal meeting, but by simply being present, asking questions, and listening, managers can create an atmosphere of more open communication.

      Downward communication deals with challenges of comprehension and consistency of the message. Comprehension can be a challenge because different departments have their own focus and responsibilities, both of which may not be understood by other departments. The same can be said about the various levels of a hierarchical organization. How a problem is discussed and understood varies depending on the level of the hierarchy and how close that level is to the problem, or a specific aspect of the problem. Consistency of the message, on the other hand, has less to do with understanding and more to do with the various channels and filters that a message must pass through to get to each employee. Depending on the structure of the organization, there may be many levels of a hierarchy through which any downward communication must travel. At each level there is a potential for revision or reinterpretation of the message. By the time a message reaches the lowest levels of an organization, it may no longer resemble the original message.

      Asking for and encouraging feedback can help minimize some of the challenges of downward communication. When new policies or procedures are introduced, include time for employees to ask questions. Management should schedule regular meetings, such as every two weeks or once a month. Even if there is little news, meetings provide a forum for discussion. Employees should receive regular feedback on their work, as well as formal evaluations on a regular schedule. Regular feedback will allow managers and employees to build a common understanding of expectations and to create a space for discussion of changes and challenges.

      Whereas vertical communication is the upward and downward communication in an organization, horizontal communication is the sharing of information across and among departments. Unlike vertical communication, horizontal communication is not always encouraged or defined by the organizational structure. Connections or relationships between departments are generally not defined beyond assigning a department or position to a specific level of the organizational hierarchy. Horizontal communication is often informal communication, consisting of questions in hallways, conversations as part of social functions, or quick comments before meetings. It can also have a formal component, such as sharing resources, assignments to project teams, and joint task force responsibilities. In these cases, the communication is generally part of a larger organizational record and will be recorded.

      As with vertical communication, there are challenges to horizontal communication. First and foremost, if horizontal communication is not encouraged and supported, it probably will not happen, at least not in any formal capacity. Informal horizontal communication does tend to take place, at least in terms of social interactions, but even this may be limited if departments have little to no interaction. In rigid hierarchies, such as bureaucracies, there is little to no encouragement to communicate across departments. The focus of the structure, and hence the communication, is strictly on clear vertical lines of authority. Relationships between departments focus more on reporting relationships, not on shared responsibilities or communication. As a result, horizontal communication is not part of overall management expectations.

      Horizontal communication is also hampered by a lack of understanding between departments. If department A and department B have different functions within the organization, they may not understand the other’s contribution to the organization, or to their own goals, and see no reason to communicate with each other. Other departments or individuals are reticent in sharing information for fear of losing power or influence. Knowledge is power, and some view sharing information as losing some of the power that results from being the one who knows.

      There are ways to encourage horizontal communication. Managers can stress the importance of collaboration and attempt to minimize competition between departments. Project teams can be established, using individuals from a variety of departments. These teams compel employees to interact and to communicate, leading, it is hoped, to some understanding of how each department contributes to the overall organization. Additionally, having departments located in physical proximity can help to weaken some of the barriers to horizontal communication simply by creating a space for informal interactions and communication. It is harder to ignore someone who sits next to you than it is if that person is located across the building.

      Understanding the challenges of organizational communications can only help to facilitate the process. Yet, understanding is not enough. Managers need to be aware of some key principles of organizational communications. Management must first fully understand and support the idea that communication is needed and central to the functioning of the organization. Managers must model this behavior by developing effective skills, such as listening, knowing when and how to speak, asking questions rather than assuming, and sharing feedback in a respectful manner. Employees should be responsible for asking for clarification when they do not understand or need more information. However, in order for employees to feel comfortable asking questions, managers must encourage the behavior. There should be a formal plan in place regarding formal communication within and without the organization.

      MODES OF COMMUNICATION

      Now that we have defined the directions and types of communication, we should spend a few minutes considering the modes of communication. These can be as important to understanding the message as the actual message itself. A written memo has a different connotation than a quick phone call or an e-mail. The mode used is part of the decoding process and shapes the understanding and interpretation of the information.

      As mentioned earlier, formal communication includes a formal record, usually a written record. As a result, written communication is more often formal communication, although it can be informal. However, almost any written communication has a formal component because it provides a record of the communication. Oral communication, on the other hand, is more often informal than formal. If oral communication is a formal communication, it is documented in some way, such as in a written record or with witnesses to the communication.

      Technology has introduced hybrid modes of communication. E-mail, instant messaging (IM’ing), and texting are generally seen as more informal than formal. The language often used, the tools for expressing emotion, and the ability to send off a quick note create a very informal feel. It is important to note, however, that despite feeling informal, these methods of communication provide a record. E-mails are usually saved on a company server. If the text or IM is done on the organization’s computers or phones, there is an official record of the communication. Despite the very informal feel, these electronic forms of communication should be treated as formal communications.

      There are a few other important concepts in communication that I have alluded to but would like to address more directly. In addition to the mode, the tone and cadence of a communication can have a strong influence on how it is received. For example, a sarcastic comment, a hurried speech, and a slow-paced explanation all provide a different framework for understanding. How the tone and cadence are understood often depends on the cultural background of the receiver. The background of the intended recipient(s) should be considered in the construction of the message. Humor can be a strong communication tool, but only if it is understood. Humor is a very culture-based concept that does not always translate well. Word choice is another consideration in communication. Language and words are symbols, but not necessarily universal symbols. The decision to use one term over another will alter the understanding of the message. That is not to say that the message will not be understood but, rather, that the choice of words and language will shape how it will be understood.

      MISUNDERSTOOD COMMUNICATION

      One constant throughout this chapter is that understanding is central in communication. It is only through a shared understanding that individuals will communicate effectively. A discussion of communication would not be complete without mentioning the role of misunderstanding. In communication models, misunderstanding is noise because it prevents the receiver from interpreting the message as intended by the sender. However, misunderstanding has a much more significant role than just noise. Building a shared understanding or a shared reality relies as much on what is understood as on what is not. It is not enough to focus on what is understood; to build a complete picture of the overall communication process, one must also focus on what is not understood. By also looking at the misunderstanding, at what was confusing or misinterpreted and why, one can identify issues with language, cultural differences, and the mode of communication. All members of an organization should be responsible for asking questions when they do not understand. Managers should model this behavior and ask clarifying questions. If misunderstanding is not part of the communication process, this step is left out.

      Attitude is important in communication. How each party approaches the process influences the final outcome. In order for communication to take place, both the sender and the receiver must want to communicate. Both parties involved must be committed to communicating, to creating a shared understanding. The sender must be flexible and willing to restate her message as needed, and the receiver must be willing to ask questions, get clarification, and provide feedback. Otherwise, there will not be real communication, and all that happens is the passing of information from one source to the next, with no guarantee of consistency or understanding.

      CONCLUSION

      Ultimately, it is up to management, those with authority and power, to model good communication. Managers and employees should be trained in good communication skills, such as effective listening, asking for and providing feedback, and being sensitive to others’ backgrounds and levels of understanding. Managers must provide the encouragement and opportunities for employees to communicate and be willing to accept feedback on their own communications. Although this will not provide the perfect communication system or plan, it will lay the foundation for creating an effective organizational communication process.

      
        Case Study

        Change is in the air, or so it appears. The gossip mill is running at faster than full speed, and everyone has something to say. There is a rumor going around that someone is in trouble, but no one is sure who it is. As we all know, there are two communication mediums in the workplace—official and unofficial. Well, at the library right now, the unofficial is running everyone ragged.

        It is time to work on damage control. How would the management team do this? Find a way to manage the communication situation that is going on in the library. No one is being fired, but there was a very controversial board meeting in which the performance of the director was mentioned in uncomplimentary terms because of the current economic downturn.

        How can this be managed without saying anything concrete? Come up with a way to deal with this situation.

        Now the newspaper has caught wind of the rumor mill. Someone has told a friend, who told someone else, who told a buddy who works for the local newspaper. Now the reporter is calling the director for a statement about the potential firing of an employee at the library. Now the board needs to be brought into the damage control because the story is spiraling out of control.

        From a management standpoint there are a couple of challenges to the situation. What do you tell the newspaper? What do you tell the staff? How do you handle the board? What is the true situation, and how much of it do you disclose to everyone? Or do you just deny it because it is a made-up situation based on innuendo and drama?

        It is your library, so it is your choice about how to deal with this situation before it blows even farther out of proportion.
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      CHAPTER 10

      Change Management and Organizational Culture

      Diane L. Velasquez and Lisa K. Hussey

      
        Group life is never without change, merely differences in the amount and type of change exist.

        —Kurt Lewin, 1951, p. 199

      

      Change is often a scary concept for organizations. Change requires that we step outside our comfort zones. In fact, change implies that comfort zones may be a thing of the past. Change can be small, medium-sized, or large, but all of it scares most people because it infringes on “what we have always done,” what we know how to do, and what we expect. Essentially, change alters the status quo, an area of comfort and predictability. The status quo may be boring, but it is safe. Safety is often valued over almost anything else, which acts as a barrier to change, even productive change. In our modern society, failure to change as our environments evolve will simply lead to failure. It is essential for libraries and library managers to understand the role of change and how to deal with its effects on both the organization and the employees. Innovation is essential to organizational growth, and any process, no matter how successful, can be improved upon at some point.

      Change is really the only constant in society. Organizations that refuse to change usually eventually stagnate and die. Even the most static organizations are always changing, even if the change is something as simple as introducing new employees. The people within these organizations must either accept change or move on. Yet, many stay at a particular organization and are very unhappy for various reasons. These employees may stay due to a fear of ending up in a worse situation; some are unable to leave because of other commitments; others are simply waiting for retirement. Regardless of the reason, unhappy or stubborn employees are simply one of the potential barriers to change that managers must face and find ways to overcome. Otherwise, the organization itself is in danger of becoming static and irrelevant. However, before we address organizational change directly, we should discuss the role of organizational culture.

      ORGANIZATIONAL CULTURE

      Organizational culture informs every aspect of organizational life. For lack of a better way to describe it, organizational culture is the atmosphere and feel of an organization. It is the “intangible phenomena, such as values, beliefs, assumptions, perceptions, behavioral norms, artifacts, and patterns of behavior. . . . Culture is to an organization what personality is to the individual—a hidden yet unifying theme that provides meaning, direction, and mobilization” (McNeal, 2009, p. 126). Culture develops over time as an organization copes with “problems of external adaptation and internal integration” (Stueart & Moran, 2007, p. 148). In other words, organizational culture results and develops from an organization’s interactions with its environment and the interactions within the organization.

      There are three main contributors to organizational culture: “the beliefs, assumptions, and values of the organization’s founder, the learning experiences of group members as the organization evolves, and new beliefs, values, and assumptions brought in by new members and leaders” (Schein, 1980). Culture happens at all levels of an organization, and each level has the potential to contribute to and shape organizational culture. Obviously those in power do a lot to shape culture, but power is not the only thing that defines culture. Culture is also influenced by the day-to-day interactions of the employees, as well as their individual outlooks and cultural backgrounds, all of which evolve as employees leave and new ones are introduced. It is how these pieces fit together that creates the organizational culture.

      How do you assess the culture of an organization? Well, you have to observe a lot, including management interactions with staff, interactions among staff, communication patterns, espoused values, practiced values, interactions with and expectations of the public, and leadership style. In addition to all these, the values, outlook, and personalities of the individuals who make up an organization contribute. Part of what builds culture is the tension that exists in organizations, which is created by the many unique and different characteristics of each individual employee. This tension is further increased by the idea that individuals must give up part of themselves to be part of the organization (Smith & Berg, 1997). As discussed in the chapter on conflict, this tension is not necessarily a negative. How it is acknowledged and used is what contributes to the organizational culture.

      One of the most prolific and influential theorists on organizational culture is Edgar Schein. In their book Organizational Culture and Leadership (2017), Schein and Schein looked at organizations from the standpoint of group members and culture, as we just discussed. Because organizational theorists do not agree on one meaning for culture (Bolman & Deal, 2013; Cameron & Quinn, 1999; Schein, 1970, 1980, 1999a, 1999b, 2003, 2010; Schein & Schein, 2017), Schein and Schein’s (2017) definition of organizational culture, which incorporates the ideas mentioned earlier, will be used in this chapter. Schein and Schein (2017) defined culture as

      
        a pattern of shared basic assumptions that was learned by a group as it solved its problems of external adaptation and internal integration, that has worked well enough to be considered valid and, therefore, to be taught to new members as the correct way to perceive, think, and feel in relation to those problems. (p. 6)

      

      However, in addition to looking at individual contributions, Schein and Schein (2017) described three different levels of culture that determine the degree to which a phenomenon is visible to an observer. According to Schein and Schein, artifacts are the first level of culture. Artifacts can be anything “that one can see, hear, or feel when encountering a new group with an unfamiliar culture” (2017, p. 17). “Artifacts can include technology, rituals, ceremonies, policies, procedures, and visible products of the group. In libraries, artifacts include books, computers, programming, services, and the buildings themselves” (p. 17).

      The second level of culture includes the espoused beliefs and values that each member holds. In other words, this level is made up of the public statements of values, such as mission and vision statements, and the shared behaviors. Over time the group reflects original beliefs and values that become rooted as the bottom-line fundamental values (Schein & Schein, 2017, p. 17). These bottom-line values are deeply rooted and determine how the group forms and validates its beliefs, strategies, goals, and philosophies. Decisions and actions are often explained by referring back to these espoused beliefs and values.

      In the third level, there are underlying unconscious beliefs that every member in the group holds. These are rarely, if ever, acknowledged or even recognized because they are unconscious. They are the unquestioned acceptance of certain expectations and the unspoken code of conduct. It is simply the way things are done. In a social unit, basic assumptions have become so ingrained that one finds little variation among group members (Schein & Schein, 2017). These basic premises tie to what Argyris called theories-in-use—the implicit suppositions that actually guide behavior, that tell group members how to perceive, think, and feel (Argyris, 1993; Argyris & Schön, 1978, 1996). The third level is essentially invisible unless one is willing to spend a significant amount of time observing and asking difficult questions.

      Each level of culture is influenced by the lower levels. Artifacts are the physical reflection of the values and norms of the organization. The espoused values are influenced by the underlying assumptions and implicit beliefs that drive organizational behaviors. As a manager, it is important to recognize these influences because they must be addressed when attempting to alter or change the organizational culture. Simply changing the artifacts or restating the espoused values will not result in real change because the underlying assumptions have not been addressed. Of course, assumptions are the hardest to change because they are usually unconscious. These are concepts or ideas that “just are,” for lack of a better way to explain it. They can be deeply held beliefs that are never questioned, but they influence everything we do. They inform how we interact with others (always be polite), how we structure our lives (be successful at work no matter what), or select our careers (working to help others). Keep all of this in mind as we discuss organizational change.

      WHAT IS CHANGE?

      In discussing change, it is important to begin with the idea of change as a process. Often change is modeled in a set of linear steps. Although these steps usually include each stage of change, they generally do not reflect the complexity or fluid nature of change. Change is a complex process. Managers and individuals should approach the process in a thoughtful and deliberate manner. The following list (Griffin, 2008) should be viewed as a dynamic and interactive process.

      
        	• Recognize that change is needed.

        	• Discover/diagnose why the change is needed.

        	• Set the goals for the change (Planning).

        	• Decide how to implement the change (Method).

        	• Implement.

        	• Evaluate the process as it happens and then evaluate the results.

      

      The first stage is usually one of the most difficult because we often do not go looking for change, so we fail to recognize the need for change until it becomes a problem or a full-blown crisis. Managers should try to be proactive and look for possible changes due to both opportunities and threats, but it is not always easy to do. Even the most proactive manager gets surprised sometimes. However, once the need for change is recognized, managers should take the time to consider the change and why it is needed. In other words, this is the time for managers to stop and consider why this change is happening. The worst way to approach change is to simply react to solve a problem or deal with an opportunity only when it becomes obvious. In either case, simply reacting almost always results in problems and does not address the original need for change. The diagnostic process can easily result in the discovery of other changes needed, which should be included as part of the change process.

      The next stage is planning and setting the goals for the change. This includes planning how to introduce the change, identifying who is involved in the process, and setting up the eventual expectations. Communication and feedback are essential tools to both the planning stage and to the overall change process. Change planning should be as thoughtful and thorough as any other planning process within an organization. As with any planning process, there has to be flexibility in expectations and goals, but before implementing any change, there should be defined goals and a plan for how to implement each stage.

      Of course, once the plan has been considered and formulated, the next step is to actually implement the plan. This may seem obvious, but it is actually quite easy to get caught up in planning for change but never actually implement the change. Communication is central because employees will need feedback on their contribution, identification of each stage, notification of any alterations to the process, and declarations of success or failure.

      Evaluation of the change process is not limited to whether it was a success or a failure. Each step and stage of change should be monitored and evaluated, as would be done with any planning process. As each step is introduced, managers should request feedback and provide guidance as the process progresses. When missteps and barriers hinder the process or a step is finished successfully, evaluation of the process provides insight into potential alterations or reinforces goals and expectations for the next step.

      An important yet often unrecognized aspect of the change process is mourning. “Humans cannot accept change without mourning what has been lost” (Volkan, 1997, p. 36). The loss of comfort and security is only a piece of the process, but members of the organization will experience the loss as they would any other type of loss. This is natural and should be expected. Part of the planning process should be how to deal with resistance but also to allow some space for mourning what was before moving on to what can be.

      Each part of the change process provides the chance to identify opportunities, threats, and issues within or related to the organization. This is why the process is fluid. Change is rarely limited to one minor aspect or a single department. Any change—major, minor, tiny, or seemingly insignificant—has the potential to radiate throughout the organization. Managers must be prepared to deal with the benefits and consequences of all types of change. This is why the concept of organizational change is so important in management.

      ORGANIZATIONAL CHANGE

      Many theorists have written about organizational change, but one of the most influential is Kurt Lewin. His work has had a profound impact on social psychology and on experiential learning, group dynamics, and action research (Lewin, 1952; Smith, 2001). Lewin looked at change from a group perspective. According to Lewin, “group behavior is shaped by an intricate field of symbolic interactions and forces that not only affect group structures, but also modify individual behavior” (Burnes, 2007, p. 219). In other words, how people interact and how they view those interactions, both from their individual worldview and within the context of the group or organizational culture, are the keys to group or organizational change. In order for organizational change to be successful, these “fields of symbolic interactions and forces” must also change. The results of the change depend on “which forces increase and which diminish” (Burnes, 2007, p. 222).

      To illustrate his idea of group change, Lewin created a deceptively simply model, yet one that incorporates the complexity and challenges of organizational change. According to Lewin, there are three stages in the change process: unfreezing, change/transition, and refreezing (Lewin, 1951). Each stage of Lewin’s theory is a complex process. The first step, unfreezing, involves identifying the need for change, planning, setting goals, and implementing the change. Essentially, in unfreezing, you are acknowledging that the status quo will no longer be the status quo. It is the act of stepping out of the comfort zone with the knowledge that there is no return to the comfort zone.

      Although unfreezing is a challenge, it is the change/transition stage that can be the most confusing and exhausting part because this is when the change is actually happening. During the transition there is a heightened potential for conflict because there is more stress. There will be resistance, for many reasons. Many will feel lost or unstable because they are not in control, or at least they do not perceive to have the same control as before. Questions of identity and value accompany change and add to the stress and tension. Some employees will fixate on “how it was” and glorify the previous processes and procedures. Others will fight change because of bad experiences. Essentially, the change/transition process, even when well managed, has some sense of chaos. This is why it is so important to monitor and evaluate while providing opportunities for communication and feedback in all directions.

      Eventually, the chaos evolves into some kind of order, and the refreezing step takes place. Once change is implemented, a new way of functioning is developed and adopted. Sometimes it reflects the goals and expectations, sometimes it is completely different. Either outcome can be the result of a successful change. Regardless, once a new routine is developed, a new status quo is created; the change is frozen, or adopted as “normal” functioning.

      Lewin’s ideas highlight the challenges and benefits of group change. His work has been widely adopted, and his ideas have been further developed and expanded. Chris Argyris, Edgar Schein, Warren Bennis, and Rosabeth Moss Kanter have been influenced by Lewin’s theories and have applied them in different ways to their own research.

      Chris Argyris (1993; Argyris & Schön, 1978, 1996) examined the process of single- and double-loop learning. Argyris has developed the theory that takes a dysfunctional organization and, by applying the double-loop learning model, turns an organization into one that learns and overcomes barriers to organizational change. Model 2, or double-loop learning theory, is a process that helps the organization “learn to learn . . . [a method] to increase capacity for learning” (Schein, 1999a, p. 19). Double-loop learning requires reflective, in-depth analysis beyond the current question or problem by “expanding the analytical frame to identify and then challenge the underlying assumptions, the first level of organizational culture” (Batista, 2008). It is a strategy for building consensus among individuals in an organization. Double-loop learning uses interviews to understand the dysfunctional behaviors and defensive routines that occur in the organization and assists individuals to improve their effectiveness. By identifying the underlying assumptions, the group can acknowledge and deal with these influences, which can help to remove barriers to the change process.

      Organizational change or change management usually comes about due to a change in leadership, a cut in budget, or a decision by the library board or other governing body that it is time for change. Sometimes the change is more cosmetic, such as a building being built or some kind of expansion taking place. There can be technological developments that will create change as well. It could be an institutional change at the city, county, or university level that affects the organization in some way. According to the Cambridge Dictionary, to change is “to exchange one thing for another, especially of a similar type” (Change, 2019). The definition of change management is “the planning and introducing of new processes, methods of working, etc. in a company or organization” (Change management, 2019).

      Change is connected to the organizational culture that is part of the library or information center that we work in daily. In every organization, there are structures into which each group is divided, and subcultures exist in these separate groups. For example, in looking at the organizational hierarchy of a public library, there is one group that is the entire public library, but that group is then divided into subgroups, or departments, within the public library, as illustrated in figure 10.1.

      
        [image: ]

        FIGURE 10.1 Sample public library organizational chart

      
      Within each of the departments of Adult Services, Youth Services, Technical Services, and Information Technology (IT) are distinct cultures. Although the overall public library culture comes down from the top or from the director, the same can be said for each department. The department heads can influence or even determine the environment or culture of each department. The public library is an encapsulation of the individuals who work at the library, and the leadership of the library has imprinted to some extent the leader’s personality onto the groups. Within each group or department, the people usually work well together. When there is a new hire, that person will be indoctrinated into the methods of both the group and the library and in many ways will be, for lack of a better term, brainwashed into accepting the everyday espoused values and beliefs that are part of the group and that are embodied in the strategies, goals, and philosophies (Schein & Schein, 2017, p. 9).

      Academic libraries can be more complicated than public libraries. The organizational chart in figure 10.2 is from a large university that caters to more than 35,000 students and has both master’s and doctoral students in the student body. The library also has multiple libraries within its purview. In this particular organization, the health sciences library may support a medical school as well as a dental school. The undergraduate library is split between a social sciences and arts library and a science and engineering library. There may be many more libraries on any one campus. Depending on the specialties offered by the university, there may be small libraries within different colleges and schools. Some universities may have as many as 10 to 15 different libraries, and whether or not they are under the university library management is up to university policy. Each of these libraries and departments may also have its own culture, which incorporates both its own values and the university library’s values.
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        FIGURE 10.2 Sample academic library organizational chart

      
      Changes within the structure and operation of the academic library can cause stress and create problems. The biggest change within a library is usually caused by hiring a new director or dean because each leader will have his own vision regarding the future of library and how it should fit within the structure of the university or the community. Many within the library community may question and wonder whether the library structure will be better once the changes have been completed. Change is never easy for those who are undergoing it.

      Cultural artifacts may undergo change, whether or not such change was initially part of the overall plan. As mentioned earlier, the artifacts of the organization are the visible, tangible structures and processes that every group in existence tends to collect and organize (Schein & Schein, 2017, pp. 17–18). The artifacts are items such as organizational charts, office spaces, procedural manuals, employee handbooks, new-hire paperwork, processes that employees do daily, and any other visible organizational structures that are apparent to everyone. Even the building the organization is housed in can be considered an artifact. As changes are introduced, these artifacts often undergo some type of review or revision. Even if they are not changed, the context in which they exist has changed, which in turn influences perception of the artifacts.

      The other layers of organizational culture influence and are influenced by change. One of the strongest potential barriers to change is the underlying assumptions, or the lowest level of culture. All organizations have underlying assumptions that are the unconscious, taken-for-granted beliefs, perceptions, thoughts, and feelings that everyone in the group has been given by other members (Schein & Schein, 2017, pp. 21–22).

      Schein made the comment that “every group must learn how to become a group” (2003, p. 133). In Velasquez’s (2007) study, the majority of the public libraries that were studied were cohesive, well-functioning groups that worked well together. All of the libraries had visible organizational structures and processes. Some of the artifacts included budgets, meeting minutes, process documents, job descriptions, licensing agreements, and other documents. Included in library artifacts are the rituals that each library goes through when a new employee is hired. One example is the tour the new employee is taken on. As the new person is introduced to everyone in the library, each person’s role will be clearly delineated and explained. Even some visitors have this experience at the public library when working with the director. Indoctrinating the new employee in the rituals of the library demonstrates clearly the culture that is inherent within the library and how it operates daily. The indoctrination is subtle and, on many levels, unconscious, but in time the new hire will have an innate ability to traverse the library culture and the group norms for her department and the organization as a whole.

      STRUCTURAL CHANGES

      The idea of changing the structure of the organization is always considered something to be feared by those on the lowest levels of the hierarchy because what is changed will be different from what it had been before. A good example of this structural change is the combining of the reference desk and the circulation desk. The intent is to improve service by creating one service point and limiting confusion about where to ask questions and seek help. This is a change that is becoming more common but that also requires a new set of assumptions, beginning with who can answer what questions. It is a process which necessitates that libraries and library professionals consider their assumptions about how to best serve their clientele, while also requiring many to question their own identity within the new structure. Part of the change process is figuring out how these questions can be effectively answered and implemented. Change will introduce uncertainty, but also possibility.

      One way to address the change considered in the preceding paragraph is to look at what other universities of all sizes have done in the past. Consider the best practices and what your university can afford to do to best serve your students. The following are some questions to consider:

      
        	• Are all your students on campus?

        	• Do you have a distance program? How does the library serve those students?

        	• What tools will the students need?

        	• What tools will the librarians need?

        	• What training will the students and librarians need?

        	• What will the tools and training cost?

      

      The questions are not hard, but they need to be asked and researched. Asking library users to be part of the change is always good because they know what they need and want. Just remember to evaluate the change to see how it is working. If necessary, adjust it to make it work better.

      LEADERSHIP AND CHANGE

      Rainey (2014) stated that leadership is the capacity of someone to direct and energize people to achieve goals. Leadership is critical in an environment in which change is a constant. Bennis (1999) commented that “most organizations have a tough time finding the right people to lead in an environment of constant change” (p. 193). Cope and Waddell (2001) studied leadership styles in e-commerce. Their findings support those of Rainey and Bennis. According to Cope and Waddell (2001), “In an environment that is constantly changing, the role of the leader has become vital” (p. 523).

      Bennis (1999) explained that there is a crisis in finding leaders. He made a distinction between managers and leaders and painted a portrait of those who are leaders: “First, they have a great deal of self-knowledge. Second, they have a strongly defined sense of purpose. Third, leaders have the capacity to generate and sustain trust. Fourth, leaders have a bias toward action” (Bennis, 1999, p. 163). This portrait of business leaders was based on a study undertaken with Bert Nanus in 1985 (Bennis & Nanus, 2003). Brooke Sheldon (1991) repeated the study, this time with library leaders, and found similar traits. Sheldon interviewed 60 library leaders and found them to be visionary. She also stated, “Our leaders have also learned that focusing on two or three relatively simple goals works better than attempting to follow a complicated agenda that is open to many interpretations” (Sheldon, 1991, p. 81).

      Leaders are not always successful in everything they do. Good leaders have peaks and valleys just like the rest of us mortals. In any organization, no matter the type, stuff happens. Kanter (2011) made the point this way: “Complacency sets in, making people feel entitled to success rather than motivated to work for it” (p. 34). Peter Drucker (1992) echoed this idea when he encouraged leaders to train themselves to see opportunity, to not rely on past success, and to be willing to make hard decisions. Success is temporary, and things eventually change. People leave for new positions, the budgets fluctuate, new technologies are introduced, or whatever scenario you can imagine plays out. Something can happen that will require all the skills of the leader to change whatever is happening in the library by doing what Kanter called for: “Build the cornerstones of confidence—accountability, collaboration, and initiative—when times are good and achievement comes easily. Maintain a culture of confidence as insurance against the inevitable downturns” (2011, p. 34).

      The ability to be nimble when being successful or not is something a good leader should have. Tying everything back to mission and vision is especially important. The changes needed for the organization should be evident by looking at the mission and vision. If a public library’s mission emphasizes lifelong learning, whatever change is happening should emphasize that mission as well.

      RESISTANCE TO CHANGE

      When a change in the organization is considered, the leadership should be able to explain the change in a way that will get everyone on board. In many organizations when change is introduced, many people panic and try to hide or deny the process. Resistance to change should be an expected part of the process. Although many people in an organization will embrace change, some individuals will resist it.

      Needham (2001) explored technology-related organizations and their ties to libraries. The author commented that librarians often resist technological changes as well as the organizational leadership needed to introduce them. Needham stated,

      
        One obstacle is the distrust of leadership that seems to manifest itself in librarians whenever someone asserts such a role. In several organizations . . . the attempt to provide leadership among librarians has been compared to herding cats. (p. 148)

      

      Some of us embrace change; others run in the opposite direction as fast as possible. In a seminal work written for Harvard Business Review in 1969, Paul Lawrence discussed how to deal with resistance to change. Although the article is somewhat dated, the advice in it is not. The author commented that management and leadership must understand the bases underlying the resistance to change. Blind spots and tunnel vision are not uncommon human problems when addressing change because many times we cannot see the forest for the trees, and we are preoccupied with our role, not with the organization. Lack of communication about what the organization is attempting to do by changing an employee’s role can undermine the entire idea of the leadership.

      In two articles, John P. Kotter discussed change and the strategies needed to successfully implement it. In both articles he emphasized the need to communicate and educate the workforce (Kotter, 2007; Kotter & Schlesinger, 2008). Telling the staff what is going to be happening before it occurs can head off some of the resistance. Communicating the ideas and explaining the need for and the logic of the change helps people understand why the organization is moving forward with it (Kotter & Schlesinger, 2008).

      Some managers are taken aback by the level of the resistance to change. Experienced managers know there will be some but often do not take time to assess how much there will be. Kotter and Schlesinger stated that

      
        using past experiences as guidelines, managers all too often apply a simple set of beliefs—such as “engineers will probably resist the change because they are independent and suspicious of top management.” This limited approach can create serious problems. Because of the many different ways in which individuals and groups can react to change, correct assessments are often not intuitively obvious and require careful thought. (2008, p. 3)

      

      Again, going back to how the change is related to the mission and vision has to be emphasized. What were the goals and objectives of the change that the library or organization decided to implement? The level of resistance to change can be surprising because sometimes the people who resist that change are not the ones we expect.

      A good example of resistance to change in libraries is the automation of cataloging. When cataloging was automated, many catalogers chose to leave rather than learn a brand-new system. The idea of going through conversions of the catalog, taking it from a manual system to an automated system, was, for some, too much to be considered. When automation and then public access computers were introduced to public libraries, a transformative change occurred in the way libraries conducted business. Anytime something new happens, there can be resistance to change. The turnover that occurred was due to many different reasons. Some staff left because they chose not to adapt to the new technology. For others, it was just time to move on to new things.

      In any organization, there need to be goals and objectives and the determination of whether they are being met. If goals are not being met,

      
        [i]t makes members of the organization uncomfortable and anxious—a state that we can think of as survival anxiety, in that it implies that unless we change, something bad will happen to the individual, the group, and/or the organization. (Schein, 2003, p. 322, emphasis in the original)

      

      During the organizational change that occurred because of the automation of cataloging, the everyday processes and tasks of the staff were modified. The change was enormous because now catalogers were using computers instead of typewriters to process books.

      By far the bigger issue in libraries was the resistance to change that occurred when automation was implemented. As mentioned in the literature, resistance to change is something all industries that employ humans encounter (Bennis, 1999; Bennis & Nanus, 2003; Schein, 1999b, 2003, 2010; Schein & Schein, 2017).

      
        The key to understanding resistance to change is to recognize that some behavior that has become dysfunctional for us may nevertheless be difficult to give up because this might make us lose group membership or may violate some aspect of our identity. (Schein, 2003, p. 321)

      

      As Schein commented, resistance to change can make people react as dysfunctional beings. The group identity and membership with the library are important to the people who work there. The group membership within the subcultures of the departments is also important. As mentioned in the preceding example of cataloging automation, the changes needed to be sold, but there had to be “buy-in” by senior management. The director and department heads had to agree that the change needed to occur. The long tenure of the employees speaks to the desire to stay in a place of employment because they like being there or because they have some long-term reason (e.g., retirement benefits) for staying.

      CONCLUSION

      This chapter has looked at organizational culture and change management that involve people in academic, special, and public libraries. People in libraries are members of an umbrella organization—the library in which they belong. Additionally, the other group culture they are a part of is departmental. Each department in the library has a unique group environment that differentiates its members. When a change of any kind occurs, it upsets the status quo. As has been mentioned, that can create group members who become what Schein (2003) calls “dysfunctional beings” (p. 321). This dysfunction occurs because we are enmeshed in “unlearning, because what we have learned has become embedded in various routines and may have become part of our personal and group identity” (Schein, 2003, p. 321, emphasis in the original).

      Although change is not inherently good or bad, it does impact the people in an organization. Sometimes substantial pain occurs while the change happens and creates havoc within the organizational culture as well as the subcultures. Although those of us within these cultures live with it, some like it, while others do not.

      All our organizations are changing all the time. As mentioned at the beginning of the chapter, change is a constant. We all need to get used to it because we live in an ever-changing world.

      
        Case Study

        The Owl Public Library board of trustees has hired a new director, Victoria Wellington. The board is very excited because she has become known as a change agent. She has turned around libraries that have become stagnant, as has the Owl Public Library. Staff members, however, are not as excited, even though they were part of the hiring contingent.

        Owl Public Library is in a city of 200,000 and has a central library with three branches. There are three branch managers, and Victoria will manage the central library. The personnel breakdown, which does not include branch managers, is shown in table 10.1.

        TABLE 10.1 Owl Public Library personnel

        
          
            	STAFF
            	CENTRAL B RANCH
            	FALCON BRANCH
            	HAWK BRANCH
            	OSPREY BRANCH
          

          
            	
               

            
            	Ref
            	YA
            	Tech
            	IT
            	Ref/YA
            	Tech
            	Ref/YA
            	Tech
            	Ref/YA
            	Tech
          

          
            	
              Managers

            
            	
              1

            
            	
              1

            
            	
              1

            
            	
              1

            
            	
              1

            
            	
              0

            
            	
              1

            
            	
              0

            
            	
              1

            
            	
              0

            
          

          
            	
              Librarians
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              2

            
            	
              2

            
            	
              1

            
            	
              2

            
            	
              1

            
            	
              2

            
            	
              1

            
            	
              2

            
            	
              1

            
          

          
            	
              Paraprofessionals

            
            	
              4

            
            	
              2

            
            	
              4

            
            	
              1

            
            	
              2

            
            	
              2

            
            	
              2

            
            	
              2

            
            	
              2

            
            	
              2

            
          

          
            	
              Other

            
            	
              0

            
            	
              0

            
            	
              2

            
            	
              0

            
            	
              0

            
            	
              1

            
            	
              0

            
            	
              1

            
            	
              0

            
            	
              1

            
          

          
            	
              Total

            
            	
              9

            
            	
              5

            
            	
              9

            
            	
              3

            
            	
              5

            
            	
              4

            
            	
              5

            
            	
              4

            
            	
              5

            
            	
              4

            
          

        

        Owl Public Library has a total of 50 staff members plus three branch managers and a director. The budget is $5 million. The city is cutting the budget for the next fiscal year by 15 percent because everything is on the Internet. The Falcon, Hawk, and Osprey Branches each have 15 Internet-connected PCs for the patrons, five online public access catalog (OPAC) computers, two black-and-white printers, and one color printer. There is one copier. Black-and-white copies cost 10 cents (printer and copier), and color costs 50 cents (printer). The central library has 45 Internet-connected PCs for the patrons, 15 OPAC computers, five black-and-white printers, and two color printers. There are three copiers—one on each floor. The cost of copies is the same as in the three branches. The director, the branch managers, librarians, and paraprofessionals who have a desk all have PCs. The director and branch managers all have their own printers. The librarians and paraprofessionals in the back share printers at all the branch libraries. At the central library, all staff have their own printers.

        The library has in the past used approximately 60 percent of the budget for personnel and 25 percent for materials, including licensing fees and databases; all other costs come out of the remainder of the budget. Interlibrary loan costs have been going up in the last year or two because more and more of the patrons have wanted items from outside the library system the library belongs to.

        Given the 15 percent decrease in the budget, determine what changes Victoria will need to make. The “other” personnel (see table 10.1) are part-time pages or circulation clerks. Determine the hours for all the branches and what programming the library will be able to afford. The state library provides minimal databases. Go to the state library website for the state your library school is in and determine what sources it provides and at what cost before determining other costs. Also find out if there are state statutes governing the percentage of materials that need to be provided, if necessary.
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      CHAPTER 11

      Marketing

      Diane L. Velasquez

      Marketing is a tool that a great library uses to spread the word that the management of the library has produced some fantastic programming and services that patrons would like to know about. The ability to use marketing is not something that every library is adept at in today’s world. In fact, many librarians see marketing in the same light as a used car salesman—that it is slimy and that corporations use it to sell their products. Although a library does not sell its product per se, it still requires users to exist. If the director and his staff do not have people coming in the door, the library will eventually lose its funding and have to close the door. Hence, a library needs to let its users and the larger community know what it offers and how it can help them.

      What exactly is marketing? According to the Common Language Marketing Dictionary, the official definition of marketing is this: “Marketing is the activity, set of institutions, and processes for creating, communicating, delivering, and exchanging offerings that have value for customers, clients, partners, and society at large” (Marketing, 2016). To put it simply, marketing is the act of letting others know what you do and why it should matter to them.

      Libraries are almost always externally funded, often through taxes or tuition fees. Unless the library is 100 percent privately funded, it is governmentally funded through taxes. Nonprofit or not-for-profit libraries are funded through a foundation, a religious order, donations, or some other source and are true nonprofits. A good example is a private university’s academic library that is funded through a religious order or organization. Regardless of the funding source, libraries must be able to justify their existence through the use of resources by users. As a result, all types of libraries need to use marketing to get people through their doors to use their programs, services, books, databases, librarians, and whatever else they want to market.

      Many librarians and directors hear the word marketing and immediately say that they want nothing to do with it for their library. Librarians associate marketing with poor salesmanship and telemarketers. This is a mistaken perception, one that has often hindered libraries and created misperceptions of the potential and use of libraries and their resources. Marketing is “selling” the library to the community, stakeholders—internal and external—employees, and other organizations. Before looking at marketing in detail, the first thing to do is to define some terms and jargon commonly used in marketing.

      DEFINITIONS

      
        	Brand or branding: A name, term, sign, symbol, or design intended to identify the goods or services of one seller, a group of sellers, an agency, or a nonprofit and to differentiate them from those of competitors. A good example is the sign all libraries use to signify that there is a library in town.

        	Cause-related marketing: Marketing that links an agency’s or a nonprofit’s contributions to a designated cause to customers’ engaging directly or indirectly in revenue-producing transactions. An example is a telethon that is trying to raise funds to combat a particular disease or support a cause.

        	E-marketing: Efforts to inform customers, communicate, and promote and sell products and services over the Internet.

        	Features: Things that enhance the basic function of a product or service.

        	Focus group: A gathering of six to ten people who are carefully selected and brought together to discuss various topics of interest. Many libraries that are considering an expansion will have a focus group of community members to determine whether the expansion would be considered in a positive or negative light for the overall area.

        	Social marketing: “A tactic that taps into the growth of social networks, encouraging users to adopt and pass along widgets or other content modules created by a brand, or to add a brand to the user’s social circle of friends” (Social marketing, 2018).

        	Social media: According to the Common Language Marketing Dictionary, this “involves the use of social networks as marketing communications media. These websites often have users actively participate to determine what is popular” (Social media, 2018).

        	Survey: According to the Organisation for Economic Co-operation and Development, “a survey is an investigation about the characteristics of a given population by means of collecting data from a sample of that population and estimating their characteristics through the systematic use of statistical methodology” (Survey, 2005).

      

      MARKETING MANAGEMENT

      Marketing management focuses on exchanges of information between the organization and the consumers. Consumers in the case of libraries can be called patrons, customers, or students and faculty. The ultimate objective of marketing is to influence the behavior of the consumers in order to make choices. Marketing uses a variety of tools, including jingles and branding, in order to achieve a marketing mind-set. The concept of marketing

      
        	• does not educate

        	• does not change behavior or values

        	• may influence behavior

      

      One of the tenets of marketing is the 4Ps—price, product, promotion, and place (McCarthy, 1964). When marketing a nonprofit or government agency, price is not as critical as the rest. Schultz, Lauterborn, and Tannenbaum (1994) suggested that there are four corresponding Cs that reflect customer service, as shown in table 11.1

      TABLE 11.1 4Ps and Cs

      
        
          
            	4Ps
            	4Cs
          

        
        
          
            	
              Products

            
            	
              Customer solutions

            
          

          
            	
              Price

            
            	
              Customer cost

            
          

          
            	
              Place

            
            	
              Convenience

            
          

          
            	
              Promotion

            
            	
              Communication

            
          

        
      

      SOURCE: Kotler & Keller (2006), p. 20.

      Again, as with price, customer cost is not as important in a nonprofit or government agency. These two are negligible and should not be considered unless the library is giving something away that needs to be considered in the marketing budget as the cost of doing business.

      Incorporating the library into the 4Ps, one can come up with the list shown in table 11.2.

      TABLE 11.2 Library 4Ps

      
        
          	4Ps
          	LIBRARY 4Ps
        

        
          	
            Products

          
          	
            Library Services and Programming

          
        

        
          	
            Price

          
          	
            Taxes

          
        

        
          	
            Place

          
          	
            Library Building and Website

          
        

        
          	
            Promotion

          
          	
            Promotion or General Selling of the Library Programs and Services

          
        

      

      SOURCE: Velasquez (2011).

      LIBRARY 4Ps

      Using the four Ps and Cs is considered a part of an integrated marketing mix. When creating a marketing strategic plan, it is important to consider both lists. In my mind, customer service is intricately linked to marketing. If the staff provide excellent customer service, the patrons will want to come back. Excellent customer service, however, will only bring back those customers who are already patrons. To bring in those who are not, one needs marketing. Word of mouth is one way, but there are many other types of marketing.

      7Ps

      The 7Ps are an alternative to the 4Ps and incorporate three new elements into products, price, place, and promotion. The three new elements are physical evidence, participants, and process (Booms & Bitner in Rafiq & Ahmed, 1995). When the 7Ps were introduced, the list did not take off, and it has not been featured in the library and information science (LIS) or marketing literature recently.

      Marketing Mind-set

      Historically, marketing is product-oriented by selling radios, autos, electric lights, and so forth. Marketing and sales are connected in most corporate organizations. The sales mind-set is focused on products and services and on how to obtain the most “bang for the buck” spent on marketing. Every dollar spent in marketing should coincide with sales. In a service organization (still talking about corporations), it should also increase sales of the service, whatever it might be—banking, brokerage, financial, or whatever.

      The target audience mind-set starts with what the organization is and what it wants to offer. This approach is backward. Target audiences will decide what transaction will occur, not the marketer. The marketing planning must begin with the target audience, not with the organization. Organizations must study their target audience’s needs, wants, perceptions, preferences, and satisfaction through surveys, focus groups, and other means.

      For instance, when Apple introduced the iPod, there was no market really there, but the company created one. In time, Apple introduced other MP3 players with different memory levels that catered to different customers. All of them sold and sold well. This, in marketing and sales parlance, is called creating a market. Let me explain. Apple created a market where there was not one. Previously, everyone used cassette tapes, CDs, minidisk players, and other types of bulky conveyances to listen to music. Apple created a new device that no other company ever considered. The company was ahead of the market, and no one knew that it would create a brand-new way of listening to music. The iPod caught everyone off guard, including the music industry. Now there are many different types of MP3 players, but by and large the most common one still is one of the Apple family, including the iPhone. As with the iPod, Apple took the cell phone to the next level with the iPhone. Apple has taken the computer to the next level with the iPad.

      When marketing products, most often marketing managers look at the features and benefits of the service or product. When marketing the library, the first thing to determine is the type of library it is. Is it academic, public, or special? Once that is determined, how is it funded? Is the library funded through taxes, through private funding, such as a foundation or religious organization, or some other way?

      If funding comes through tax monies, the library is a government agency—this includes some public libraries and academic libraries. It can even include some special libraries that are quasi-governmental organizations, such as the Smithsonian Institution, which operates museums that have special libraries. The Smithsonian Institution is a quasi-governmental organization that is supported by government funding as well as donations. The Smithsonian receives a portion of its funding through the federal government’s budget, and the rest of the organization’s budget comes from private donations through the Smithsonian’s foundations. The Smithsonian runs all the museums and zoos that the federal government owns or has an interest in.

      If the funding is provided by a foundation, a religious organization, or donations (this is not an all-inclusive list), the library is a nonprofit.

      The last type is a corporate library, which is within a profit-driven company. The company may be publicly owned, with a profit-and-loss statement and stock that can be purchased, or privately held, such as a family firm. Corporate libraries can be at the most risk and have to justify their existence the most often. Why is that? Corporate libraries are usually for the internal use of the company and do not have external customers. A corporate library has no revenue flow and uses money that could potentially drive the bottom line up. So the librarian who runs a corporate library is constantly justifying the library’s existence by proving that the service it provides helps research and development, marketing, or other departments. This case is one in which outreach and excellent customer service can help keep the library from being removed.

      In a public agency (think of a public or academic library that is being funded through tax dollars), one needs to have rapport with the controlling agency or department head. For instance, in an academic institution, the dean, director, or university librarian typically reports to the provost or the chief information officer (CIO) of a campus. In a public library, the director reports to a board of trustees or to the city manager or mayor. In each of those cases, it is imperative for the director to build rapport with her supervisor.

      In the academic library, if a director or dean has not done a good job of building rapport with the academic colleges and schools, an atmosphere could be created in which the library may have a flat or decreasing budget. Why? The director has not convinced the provost that the materials and services the library provides have value. For instance, a department manager of a school once told me that everything he needed for his scholarly work was on his computer through commercial databases. He thought he did not need the library. The problem with that type of thinking is that the commercial databases are purchased and made available by the academic library. No one had explained that piece of the puzzle to him. If the library went away, who would negotiate the contracts and licensing agreements that are necessary to have the commercial databases? What would happen if he needed a book and the library could not afford to purchase it or use interlibrary loan to borrow the book because the budget had been cut so much? The dean of the library had done a poor job of explaining the library’s role in the big picture of the university. The other part that most of the deans and department heads need to understand is that in order to get accreditation for the different schools, departments, and colleges, there must be an up-to-date library.

      In the public library world, the relationship between the director and the city management is just as important. The other relationship that is important is with the community. There have been directors who have not believed how important this relationship is, thereby causing problems for their libraries. There are different models of city governance that I will not get into here, but the relationships between the library directors and the city manager, mayor, city council, and library board are all very important. Each of those particular stakeholders needs to be kept informed of what is going on in the public library.

      In a public library the directors should be marketing their library directly to all the stakeholders in the community. How can someone come to a book talk or a storytime if the person does not know about it? Assuming that everyone knows about the programming or that there is no digital divide in the town is asking for trouble. Putting information about programming on social media and the website is one way to get it out. What are some other ways? Consider the local newspaper, flyers in the windows of local shops and supermarkets, and talking up your programs at local service organizations; staff should also be discussing the library wherever they go in town. If each person in the library is not marketing the library, the library may eventually have its budget cut, and someone’s job could be on the chopping block. It is everyone’s job to market the library, even the pages.

      Marketing Mix

      Many libraries need to market their programs and services to the community, schools, businesses, senior citizens, service organizations, and churches. By reaching out to the area, the library can make everyone aware of the services that are available at the library, no matter what kind it is. How you market makes a difference—this is called the marketing mix. With today’s social media, this mix has become more complicated. There are many different ways to get to the public. Here is a list (adapted from Andreasen & Kotler, 2008, pp. 288, 302) of some of the communications that can be developed:

      
        	1. Banner ad—side of a truck or bus

        	2. Blog

        	3. Brochure

        	4. Direct mail

        	5. E-mail

        	6. Magazine or newspaper advertisement

        	7. Poster (can include billboards, flyers)

        	8. Product container

        	9. Radio

        	10. RSS feed

        	11. Social media—Facebook, Instagram, Snapchat, Twitter

        	12. Shopping bag

        	13. Television—cable or broadcast

        	14. Website

        	15. Word of mouth

      

      Each of the different types of communications has pros and cons when used. Some are more impersonal than others. The level of penetration that each type of marketing communication will have in convincing someone to come to the library to attend a program or use a particular service will also be different. Each type of patron will have a different openness to the different types of marketing communication as well. The type of communication should be based on the age of the patron and on what that person is used to in terms of how he communicates and gets information from the library regarding programs and services.

      Target Market

      Whom is the library attempting to reach with the advertising? People who already come to the library, or someone who has never been to the library? New immigrants, people who have just moved to the community, or new students who have just enrolled at the university? The intention of the message and the group it is aimed at will determine how the message should be worded—in other words, what the message should say, how to say it, when to say it, where to say it, and who should say it (Andreasen & Kotler, 2008, p. 304).

      SERVICES AND PROGRAMMING—HOW DO USERS KNOW?

      Another consideration in communicating with the users or patrons is to ask them what they need or want in programming and services. There is a small limitation to this approach. Asking patrons what they want will only get feedback from users who are currently using the library and will not reach those who are not using the library. Still, if the users are asked and the library can afford to do what the users are suggesting, the idea needs to be marketed.

      SOCIAL MEDIA MARKETING

      In the few pages of this chapter, there is no way to cover everything that could be discussed about social media marketing. There are excellent books that cover this issue in more depth; however, this chapter would not be complete without discussing social media and how it can market the library. The key aspect is that if the management chooses to market through social media channels (blogs, websites, Facebook, Instagram, Snapchat, Twitter, etc.), it must be done regularly, which means that a staff member or two must be assigned to update the channels. Most of the texts suggest having more than one Twitter account, for instance, because one that covers everything would be a little overwhelming for the library users; it should be easy to determine which staff person should cover which social media account. For example, my Bluebird of Happiness Library from the finance chapter would have the accounts shown in table 11.3.

      TABLE 11.3 Social media channels

      
        
          
            	SOCIAL MEDIA CHANNEL
            	TYPE
            	STAFF PERSON RESPONSIBLE
          

        
        
          
            	
              Twitter

            
            	
              General library

            
            	
              Assistant Director

            
          

          
            	
              Twitter

            
            	
              Children’s/Young Adult programming

            
            	
              Children’s Librarian

            
          

          
            	
              Twitter

            
            	
              Adult and other programming

            
            	
              Adult Librarian

            
          

          
            	
              Facebook

            
            	
              General library

            
            	
              Assistant Director

            
          

          
            	
              Facebook

            
            	
              Programming

            
            	
              Assistant Librarian

            
          

          
            	
              Snapchat

            
            	
              Teen programming

            
            	
              Teen Librarian

            
          

          
            	
              Instagram

            
            	
              General library

            
            	
              Assistant Librarian

            
          

          
            	
              Instagram

            
            	
              Programming—Teen and Tween

            
            	
              Teen Librarian

            
          

        
      

      Then a determination must be made about how often these social media channels should be updated—at least weekly, if not more often. It is imperative that they are active so that customers do not think the library has nothing going on.

      The events calendar on the website needs to be kept up to date at all times. Depending on how the library makes reservations for people to attend the programs (e.g., Eventbrite or something similar), those web-based programs need to be kept up to date as well. This is all a type of marketing, albeit passive marketing.

      Not all of your users are on social media, but the majority are on one type or another. Being aware that your users are available on the Internet or social media is one way to expand your marketing. Be aware that not all your library card holders will “friend” your library on Facebook nor will they look at any of the online marketing. Your website is the other place to market the library. Be aware that many of your customers will look at it, so it should be full of good information and easy to navigate.

      STRATEGIC MARKETING PLANS

      Many times when an organization wants to put together a cohesive plan for marketing, a strategic marketing plan will be written. Like a strategic plan, it has a similar look and feel except it is totally focused on the marketing aspects of the business.

      The strategic marketing plan looks at just the marketing aspect of the organization. Like a regular strategic plan, it starts with the mission statement of the organization. What is the mission statement? The mission statement should show that the organization has opportunities, competence, and commitment (Drucker, 1990). For a service organization, enabling marketing of all three is a must to prove there is an ultimate goal.

      The marketing plan will contain the following elements (adapted from de Sáez, 2002):

      
        	• Executive summary

        	• Vision statement

        	• Mission statement

        	• Analysis of the macro environment

        	• SWOT analysis

        	• Portfolio analysis

        	• Objectives

        	• Proposed marketing strategies

        	• Evaluation methods

        	• Timetable

        	• Budget

      

      Executive Summary

      The executive summary is a one- or two-page overview of the entire report. The executive summary needs to give a good review of the library’s current marketing situation, where the management team wants to go, and how the team plans on getting there. The executive summary does not need to be an in-depth report of the history of the library. This is where the management team sells the board, the provost, or whomever they report to on the belief that marketing the library is what they need to do to move the library forward. The key issues of the marketing plan need to be presented, not a long, wordy, windy overview of everything.

      Vision Statement

      The library should have a statement that expresses the vision of the library management and where the library is going with its plans. Typically vision statements are succinct, as in the following examples.

      
        	Pima County Public Library: Our vision is an educated, connected community of readers, learners, doers, and dreamers (Pima County Public Library, 2018).

        	University of Nebraska–Lincoln: The UNL Libraries system is recognized as a national leader in creativity and knowledge development, offering access to data, information, and knowledge in an environment supporting discovery, reflection, synthesis, and application (University of Nebraska–Lincoln, 2018).

      

      Mission Statement

      The mission statement of the library is relevant to the marketing of the library. Some libraries have very succinct, one- or two-line mission statements. Others have a paragraph that goes on and on. The marketing plan should tie back to the mission and vision of the library. In fact, everything should because that is what everyone in the library should be working toward.

      Environmental Analysis

      The variables that make up the environmental analysis are typically marketing variables of the political, economic, social, technological, and legal spheres. In the library and information center of today, the technological and legal spheres are constantly changing. Those two should always be in view. The political, economic, and social spheres may not have as much influence as the others. When there is an economic downturn, it can increase traffic into the library and create strains on the technology in a public or academic environment. For instance, perhaps the PCs used for Internet-connected access are seven years old and were not planned to be replaced for another two, but increased traffic due to a recession has created demands on the PCs that were not planned on, so there are more outages than usual. This is actually a marketing issue because your patrons will tell other patrons that the computers often have outages at your library. How the library management deals with this issue may need to be budgeted for, planned for, and marketed to your patrons.

      SWOT Analysis

      A SWOT analysis sounds like the cops are at the doors with guns and will be running in. There is nothing farther from the truth. A SWOT analysis—Strengths, Weaknesses, Opportunities, and Threats—monitors the internal and external marketing environments (Kotler & Keller, 2006).

      Strengths: What are the organization’s strengths? What does it do best? The marketing analysis needs to look internally and externally.

      
        	• Perhaps the children’s department at the public library that is writing its SWOT analysis is excellent. The storytime is always packed. Maybe there should be more than one a week, or maybe there should be one on the weekend and two during the week. Is there outreach to local preschools and elementary schools?

        	• The academic liaison for the history department is excellent. Sally works so well that she is always booked up with doctoral students needing help with their research. She also works really well with the professors on their undergraduate and graduate courses. Perhaps what she does really well could be taught to other departmental liaisons so that everyone becomes excellent on customer service.

      

      Weaknesses: What are the things internally and externally that the organization does poorly? What are the service items the organization could improve on? Perhaps the organization does not get the word out about programming. Maybe there needs to be better outreach to immigrant populations. There is always something an organization can do better.

      Opportunities: What is the organization missing? Could the organization be doing something it is not? For example, a public library that has a large Spanish-speaking population might provide classes for new speakers of English. Another consideration for a public library is to offer tutoring for folks who do not read well and need help improving their skills. An academic library could use better maintenance and administration of its printers. Maybe a class emphasizing that everything is not on the Internet could be taught.

      Threats: Identifying threats to a service organization that is funded through tax dollars is a little harder, but it is possible. Many public libraries are threatened by Barnes and Noble and Amazon. People who purchase their own books, CDs, DVDs, and the like do not need to go to a public library. What is another way to get that group into the library? At academic libraries, there is the same problem. Many of the faculty and students do not think they need to go to the library. Everything they need is online and on the Internet. They wish. What services does the academic library provide that counter the perception that everything is on the Internet? This is something to think about. A list of potential competitive threats to libraries is shown in table 11.4.

      TABLE 11.4 Library competitors

      
        
          	
            Brick-and-mortar bookstores

          
          	
            Other schools’ libraries

          
        

        
          	
            College libraries

          
          	
            Public libraries

          
        

        
          	
            Internet

          
          	
            Smartphones

          
        

        
          	
            Internet bookstores

          
          	
            University libraries

          
        

      

      Once the organization has done a SWOT analysis, it will know what kind of marketing needs to be done to get people in the front door. Tailoring the marketing message to what the organization lacks and excels in, as revealed by the SWOT analysis, will cater to the people in your community. First, the organization needs to know who its public is. A list of publics for three entities—a publicly funded academic library, a privately funded academic library, and a public library—is shown in table 11.5. Once its public is known, the library can cater to it.

      TABLE 11.5 Library publics

      
        
          
            	PUBLIC ACADEMIC LIBRARY
            	PRIVATE ACADEMIC LIBRARY
            	PUBLIC LIBRARY
          

        
        
          
            	
              Administration

            
            	
              Administration

            
            	
              Children

            
          

          
            	
              Congress

            
            	
              Deans of schools/colleges

            
            	
              City council

            
          

          
            	
              Deans of schools/colleges

            
            	
              Donors

            
            	
              Community

            
          

          
            	
              Donors

            
            	
              Faculty

            
            	
              Congress

            
          

          
            	
              Faculty

            
            	
              Federal government

            
            	
              Donors

            
          

          
            	
              Federal government

            
            	
              Funding organization

            
            	
              Friends of the Library

            
          

          
            	
              Friends of the Library

            
            	
              General public

            
            	
              Library board

            
          

          
            	
              General public

            
            	
              Library staff

            
            	
              Library staff

            
          

          
            	
              High school students

            
            	
              Mass media

            
            	
              Mayor

            
          

          
            	
              Legislature

            
            	
              Staff

            
            	
              Patrons

            
          

          
            	
              Library staff

            
            	
              State government

            
            	
              PK–12 Schools

            
          

          
            	
              Mass media

            
            	
              Students

            
            	
              Public

            
          

          
            	
              Staff

            
            	
              Volunteers

            
            	
              State government

            
          

          
            	
              State government

            
            	
               

            
            	
              Taxpayers

            
          

          
            	
              Students

            
            	
               

            
            	
              Volunteers

            
          

          
            	
              Taxpayers

            
            	
               

            
            	
               

            
          

          
            	
              Volunteers

            
            	
               

            
            	
               

            
          

        
      

      Portfolio Analysis

      In a library, no matter what type (academic, public, or special), there are various pieces and parts that can be called departments and that have different services or programming. These services and programming can be at different levels of a product life cycle (see the earlier example about PC lifespan). There may or may not be a competitor for the services that are provided by the library. In some rural areas, the public or academic library may be the only place in town to find that special book or computer connection.

      In a public library, for example, does it make sense to cater to the small-business community by offering special research services at an hourly rate? Can the library support switching personnel to something like that? Is this a pilot project or something for the long term? These are all things to think about when putting a plan together.

      All different types of libraries, when considering a portfolio analysis, need to be aware that there may be other places that their services could be marketed. The hard questions need to be asked before making the plan public or putting it forward with the board or provost. Once they see a revenue-generating idea, the powers that be just may want to move forward with it. Are the funds available to support additional services? Are the personnel available? Can you hire more people to support a new service or program?

      Objectives

      Marketing objectives are precise statements that outline what is to be accomplished by the organization’s marketing activities (McDonald & Payne, 1996, p. 119). Specific objectives are quantifiable—they say that the organization wants to improve something by a certain percentage. The chief aim is that the objective is measurable. A mission statement is usually pretty vague. An objective will answer the what, when, where, how, and who questions and by how much. For instance, the children’s department wants to improve storytime attendance by 10 percent. That is a measurable objective.

      In another example, the undergraduate research services department wants to increase reference appointments by 20 percent, and reference questions at the reference desk need to be responded to within five minutes. Both of these objectives are measurable.

      Objectives need to be easily measured, collected, and achieved. An objective that is not achievable will just frustrate the staff and the people who have to manage the objectives.

      Marketing Strategies

      Marketing strategies are the means by which the marketing objectives will be achieved (McDonald & Payne, 1996, p. 119). How will the organization achieve those measurable objectives that have been set out by the management team? The marketing strategies are the general content of how the organization intends to go about informing the community about its programming and services. These strategies can entail different goals. In a government agency or nonprofit, for example, sales are not the focus; rather, people coming in the door is what management wants to achieve.

      As with any management process, there will be policies and procedures for how the marketing area will need to be organized, including the branding (if desired) of the programming and services. How will the community know that these items are available? The management team will decide how to promote the events through the different types of media that were discussed earlier in the chapter. This is where your marketing strategies are placed and how they will be achieved. Consider all the different ways to get your marketing message out, including social media (Koontz & Mon, 2014; Tuten & Solomon, 2018).

      Evaluation Methods

      Whenever a new plan is adopted by an organization, the management team should assess and evaluate whether the plan was effective. Were the results what was expected? Did the programs and services pull in the expected people, or did they not pull enough to justify the costs associated with the program? For example, let us say a local author was brought in to promote a recent book, and only 10 people showed up. The cost of bringing the author in was $500. It essentially cost the organization $50 per person to bring that author in, plus whatever other costs were incurred for advertising, promotion, refreshments, and personnel time. That is not a good or useful level of expenditure. On the other hand, if 200 people showed up, that would be more than worth the overall money spent. The money spent for the author would be $2.50 per person, which would be very affordable.

      Assessment and evaluation methods, like objectives, need to be measurable and quantifiable. Evaluation should also take into consideration what was done right and wrong. If something was not exactly perfect, what can be done in the future to make the event, or an event similar to it, better? The best way to find out that type of information is to ask the people who attend the event. If it is a children’s or teen event, ask the target group. Kids, teens, and adults are willing to give feedback—just ask for it. Like the management team, the patrons who spend time in the library have the same goals—to make events, programs, and services better for everyone.

      Timetable

      What is the timetable for the marketing plan? The typical plan will cover a year or two. If the plan covers more than a year, it will sometimes be estimated, with the idea that it will be tweaked once the events occur in the first year and an evaluation and assessment are done on the initial events. As mentioned, not all the events will be perfect. Some will fail and need to be replaced with new ones. Some programs and services will need to be tweaked. For example, the summer reading program in public libraries is usually changed every summer with a new theme and prizes.

      Proposed Budget

      Depending on the financial situation in your city, county, school, college, university, or company, the marketing plan should have a budget. It may not be huge. It is amazing how easy it can be to stretch funds with a little imagination and the use of social media. Do not depend on social media for all your marketing messages. Not everyone uses it. Use the budget wisely, and spend most of it on your biggest programs and services. In a public library, the summer reading program is huge, as is the One Book, One Community program for adults. In an academic library, the beginning of the semester can be a time when events are happening to get new or transfer undergraduate and graduate students into the library.

      
        Case Study

        As the director of a public library, you have witnessed a definite shift in the ethnic demographics of your community over the years. There is no question that the community has many more immigrants than it did a few years ago. You have already been purchasing materials in other languages (depending on where your library is located, these could be Spanish, Chinese, Vietnamese, Polish, Korean, or some other language) and have created signage in the library in the new immigrants’ languages and English. Still, you feel more could be done to attract the new immigrant community to the library. This feeling is confirmed when you do an informal sampling of patron records and compare it to the census count for the area. Although you want to build up use by the immigrant population, you certainly do not want to do it at the expense of other groups.

        You contact the head of the outreach division of the state library, asking if there might be grant funding for outreach activities for your library. Happily, the state library has just received a grant and will be looking for well-defined plans so that appropriate funds can be allocated for outreach activities at public libraries. You are told that there is a good chance that if your plans are viable, your library could receive as much as $10,000. Although the money will not be yours until you submit your proposals and have approvals, you are very encouraged about the possibilities.

        You call a meeting of your staff in order to discuss this issue. What can we do to bring in more of the immigrant population to the library? What would attract them? What could we offer to entice them to come in? How could we market our services to them?

        You need to develop a cohesive plan to submit to the state library’s outreach division in order to receive the additional grant funding. How would you go about putting together a marketing plan to target these new immigrants in your community? What services would be of value to them? Consider all programming and service possibilities when putting the plan together.
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      CHAPTER 12

      Financial Management

      Diane L. Velasquez

      Financial management, fiscal management, budgeting, paying the bills, planning for the future, or whatever we call it—being told they have to manage money usually strikes fear in the heart of librarians. Directors, deans, or department heads are often promoted into those positions without ever having been taught formally how to run a budget or even taking an elementary accounting class that explains how credits and debits work. There has to be revenue (income) coming in to pay for the expenditures (expenses) that are required to run the business of the library, whether it is a nonprofit, a for-profit, or a government agency of some kind. In order to pay the employees, buy the materials and other resources, put on the programs, have lights and Internet connections and computers, money has to come in and go out at least monthly.

      Acquisitions or collection development librarians may manage a small budget for a particular collection that is their responsibility. In a public library, librarians may be responsible for all the children’s and young adult fiction and nonfiction collections that are purchased, no matter the format. In an academic library, a librarian may be responsible for just the business section, purchasing the materials and making suggestions regarding the serials to support that section. In a special library, depending on the type, the librarians would support their particular collection specialty. All of this entails watching a budget, negotiating with a vendor, and making the best deal possible for the patrons and library. The best deal is coming in under budget, or spending less than you have. The worst deal is coming in over budget, or spending more than you have. Perfection is matching the revenue to the expenditures and spending every penny exactly.

      Everyone has a personal budget and has encountered these same challenges and maybe has had to hit a savings account or credit card to cover unexpected expenses like a car repair bill, medical expenses, or something that unexpectedly comes up in life. This unexpected expense can happen at libraries as well. The server dies unexpectedly, or the elevator goes out. A computer server never gives notice, like a human employee, and never gives the director or IT technician time to go out and buy a new server before it dies. The server usually dies at the worst time possible—at the peak time of the tax season when everyone is running to the library to do their taxes on the computers and e-file, or in the middle of upgrading the integrated library system (ILS) software—you get the idea. This chapter will give insight into some of the quirks and nuances of running a budget for a library. There are different types of budgets, but with all types, it is hoped that one thinks about holding back a small reserve for emergencies. For this chapter, the main type of budget we will be discussing is the operations budget, which runs the day-to-day functions of the library.

      There are other types of budgets, such as a capital budget for capital improvements like expanding the building, building a new facility, or doing some remodeling—it is called a capital budget because capital funds are expended and the budget is amortized over a 20- to 30-year time line.

      BUDGETING

      Budgeting for operations is a rather straightforward examination of budgetary categories and reporting that centers on resources and accountability. A necessary way of thinking about budgets is to think about them as resources needed in order to operate the library daily, weekly, monthly, or quarterly. Furthermore, if the library does not have sufficient resources, we have to start thinking about what we will and will not be able to accomplish. In this way, budgeting is related to planning; the objectives of a library generally require resources in some form for their success. The key to good management of finances in a library is to tie the line items to the vision and mission statements. In the strategic planning stages when the mission and vision statements were being created, those goals and objectives should have been tied in with the mechanisms (budget line items) to pay for them.

      FORMULA BUDGET

      The name of the formula budget gives a clue that it is a mathematical budgeting technique (Holt & Holt, 2016, p. 70) whereby everything is figured by formulas. For instance, if there are x amount of meeting rooms available for y nights that will bring in z dollars per night, that could be a place where excess revenue could be considered for the library in one of the formulas. The formulas would be done for personnel, benefits, and all other aspects of the budget.

      LUMP SUM BUDGET

      Duke University’s Office of Research Support defines the lump sum budget as a “very general, non-specific approach to budgeting which leaves a great deal of discretion to the [manager]” of the budget (Duke University, Office of Research Support, 2016; Holt & Holt, 2016, p. 70). One figure in the budget will encompass all the categories.

      PROGRAM BUDGET

      The program budget is prepared specifically for a project or program (i.e., children’s services, young adult services, reference, etc.). The budget is presented in a line-item fashion with every expense considered for that particular program.

      PERFORMANCE/FUNCTION BUDGET

      The performance or function budget reflects the input of resources against the output of services for the different units of the organization (Performance budget, 2018). Government bodies use this type of budget to show a clear delineation between taxpayer funds and the service outcomes provided by federal, state, or local governments (Performance budget, 2018).

      ZERO-BASED BUDGET

      What exactly is a zero-based budget? Well, when the budget cycle begins, the director or dean begins with a totally clean slate. There is no thinking that last year’s actual numbers are the place to start. Everyone starts with a clean spreadsheet or piece of paper depending on how they do their budgeting. Then each line in the budget is filled in with the library’s current needs, and each director or department head figures out what she plans to spend for the next year. The goal is to exactly spend to the penny every dollar and cent received. As in the line item budget, the revenue should equal the expenses, but at the end of the year both must be at zero. This is not terribly complicated; it just requires constant adjustments every month.

      The hardest part of this type of budgeting is that it is very hard to predict tax revenues when the library’s funding is based on property taxes. If housing values go down, so will the tax revenues. This same logic prevails if the library’s funding is based on sales tax. If spending is down, the sales tax revenues will be down, and the corresponding percentage for the library will go down. In the cases in which the library gets a percentage of the city budget based on a charter (e.g., City of Los Angeles), again, if property taxes decline, so will the allocated revenue amount. Forecasting and prediction are a tough business.

      On the academic side, no one ever knows what state legislatures are going to do. In an economic downturn, the guessing pundits will say that legislators will cut the percentage that is going to the university or college system. Then the university system will need to have some tuition increases or fees to make up for the lack of state contributions. The best way to do this is to set up a library or information commons fee that all students have to pay when they pay tuition every semester. This way the library is guaranteed an amount, and the only variable is the number of students. Another possibility is to make the fee higher for graduate students than for undergraduates. Why? Well, graduate students tend to spend more time using research materials and also will spend more time on complicated research questions that need interlibrary loan (ILL) of books and articles. By building this cost into the revenue model, the library is anticipating the cost. In most universities and colleges, undergraduates outnumber graduate students, and this way, graduate students are offsetting the costs of their research.

      LINE ITEM BUDGET

      Let’s say that the mission statement of the ABC Public Library supports lifelong learning and education for its community. The overall mission is to improve lifelong learning. It is hoped that in the goal statements there is a SMART (Specific, Measurable, Achievable, Realistic, Timely) goal or objective that will enable the library to achieve its mission. (See chapter 6, “Strategic Planning,” for more on SMART goals.) Perhaps one of this library’s SMART goals is to hold four nonfiction author visits focusing on space, do-it-yourself projects, cooking, and crafts for kids. These four authors are hitting different patron groups, and all the sessions are educational. If the authors are local, all the better because it would probably be inexpensive, and if the authors live in the surrounding area, they may be willing to donate their time in exchange for some good publicizing of their event in local newspapers, on the library’s and the authors’ websites, on the Internet, and around town. As long as the event is well attended and the programming is smooth sailing for everyone, this is money well spent. Tying the programming to a line item in the budget such as “Programming” enables the library to live within its means and check off one of the goals of the library’s mission. Some programming items, such as author events, may have a small fee; others are free.

      Most nonprofits or government agencies work on what is called a line item budget. Each line item has a certain amount of money designated to it. For example, a budget for the Utopian Library at Thomas More State University is presented in table 12.1.

      TABLE 12.1 Utopian Library budget

      
        
          
            	
               

            
            	PROPOSED 2019–20
            	ACTUAL 2019–20
            	PERCENTAGE CHANGE PROPOSED VS. ACTUAL
            	PROJECTED 2020–21
            	PERCENTAGE CHANGE 2019–20
          

        
        
          
            	
              Revenue

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              State Contributions

            
            	
              $9,000,000

            
            	
              $7,441,530

            
            	
              -17%

            
            	
              $8,500,000

            
            	
              14%

            
          

          
            	
              Grants

            
            	
              16,500,000

            
            	
              16,000,000

            
            	
              -3%

            
            	
              14,500,000

            
            	
              -9%

            
          

          
            	
              Tuition

            
            	
              7,500,000

            
            	
              5,650,000

            
            	
              -25%

            
            	
              9,562,500

            
            	
              69%

            
          

          
            	
              Total Revenue

            
            	
              $33,000,000

            
            	
              $29,091,530

            
            	
              -12%

            
            	
              $32,562,500

            
            	
              26%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Expenses

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Management Salaries

            
            	
              $2,500,000

            
            	
              $2,589,748

            
            	
              4%

            
            	
              $2,526,302

            
            	
              -2%

            
          

          
            	
              Professional Salaries

            
            	
              4,500,000

            
            	
              4,478,487

            
            	
              0%

            
            	
              4,512,761

            
            	
              1%

            
          

          
            	
              Other Salaries and Wages

            
            	
              3,500,000

            
            	
              3,482,848

            
            	
              0%

            
            	
              3,500,000

            
            	
              0%

            
          

          
            	
              Benefits

            
            	
              6,300,000

            
            	
              6,358,123

            
            	
              1%

            
            	
              6,323,438

            
            	
              -1%

            
          

          
            	
              Total Salaries and Benefits

            
            	
              $16,800,000

            
            	
              $16,909,206

            
            	
              1%

            
            	
              $16,862,501

            
            	
              0%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Books

            
            	
              $250,000

            
            	
              $100,000

            
            	
              -60%

            
            	
              $250,000

            
            	
              150%

            
          

          
            	
              Serials

            
            	
              25,000

            
            	
              15,000

            
            	
              -40%

            
            	
              25,000

            
            	
              67%

            
          

          
            	
              CDs

            
            	
              25,000

            
            	
              10,846

            
            	
              -57%

            
            	
              25,000

            
            	
              130%

            
          

          
            	
              DVDs

            
            	
              25,000

            
            	
              15,086

            
            	
              -40%

            
            	
              25,000

            
            	
              66%

            
          

          
            	
              Licensing Agreements

            
            	
              5,500,000

            
            	
              5,807,905

            
            	
              6%

            
            	
              5,500,000

            
            	
              -5%

            
          

          
            	
              Internet Costs

            
            	
              1,027,951

            
            	
              957,804

            
            	
              -7%

            
            	
              1,027,951

            
            	
              7%

            
          

          
            	
              Total Materials Costs

            
            	
              $6,852,951

            
            	
              $6,906,641

            
            	
              1%

            
            	
              $6,851,951

            
            	
              -1%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Computer Maintenance

            
            	
              $80,216

            
            	
              $58,746

            
            	
              -27%

            
            	
              $80,215

            
            	
              37%

            
          

          
            	
              PC Costs

            
            	
              1,538,262

            
            	
              1,348,762

            
            	
              -12%

            
            	
              $1,538,262

            
            	
              14%

            
          

          
            	
              Printers/Scanners/Other

            
            	
              500,000

            
            	
              384,804

            
            	
              -23%

            
            	
              500,000

            
            	
              30%

            
          

          
            	
              Software Upgrades

            
            	
              500,000

            
            	
              480,456

            
            	
              -4%

            
            	
              500,000

            
            	
              4%

            
          

          
            	
              ILS Upgrades

            
            	
              500,000

            
            	
              300,000

            
            	
              -40%

            
            	
              500,000

            
            	
              67%

            
          

          
            	
              Total IT Services

            
            	
              $3,118,478

            
            	
              $2,572,768

            
            	
              -17%

            
            	
              $3,118,477

            
            	
              21%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Professional Development

            
            	
              $225,000

            
            	
              $208,576

            
            	
              -7%

            
            	
              $225,000

            
            	
              8%

            
          

          
            	
              Travel Costs

            
            	
              75,000

            
            	
              58,468

            
            	
              -22%

            
            	
              75,000

            
            	
              28%

            
          

          
            	
              Total Professional Development Costs

            
            	
              $300,000

            
            	
              $267,044

            
            	
              -11%

            
            	
              $300,000

            
            	
              12%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Building Maintenance

            
            	
              $250,000

            
            	
              $178,546

            
            	
              -29%

            
            	
              $250,000

            
            	
              40%

            
          

          
            	
              Office Equipment Maintenance

            
            	
              500,000

            
            	
              485,714

            
            	
              -3%

            
            	
              500,000

            
            	
              3%

            
          

          
            	
              Projects

            
            	
              500,000

            
            	
              358,421

            
            	
              -28%

            
            	
              500,000

            
            	
              40%

            
          

          
            	
              Office Supplies

            
            	
              250,000

            
            	
              367,942

            
            	
              47%

            
            	
              250,000

            
            	
              -32%

            
          

          
            	
              Total Other

            
            	
              $1,500,000

            
            	
              $1,390,623

            
            	
              -7%

            
            	
              $1,500,000

            
            	
              8%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Reserve

            
            	
              $4,428,571

            
            	
              $1,045,248

            
            	
              N/A

            
            	
              $3,928,571

            
            	
              N/A

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Total Expenses

            
            	
              $33,000,000

            
            	
              $29,091,530

            
            	
              -12%

            
            	
              $32,562,500

            
            	
              12%

            
          

        
      

      In the table, the actual revenues were $3,908,470 less than expected in Actual Year (AY) 2019–20. This shortfall caused the library dean to determine to not use the reserves, which saved $1,045,248. As can be seen in the table, there were some unexpected increases and decreases in some of the line items. These fluctuations cannot really be planned for. A 5 to 10 percent reserve in this kind of situation is a feasible thing to do. This reserve gives the library a safety net. Once library leaders realize that they are running short, they can put things on hold and wait until next year or let positions that are vacated due to retirements, terminations, or resignations remain unfilled until next year. Perhaps they can apply for additional grants to enable the library to meet its budget the next year. Another possibility is to find out if there is a way to increase a portion of the tuition or fees that the academic library receives in the next academic year.

      Now let’s look at a scenario for a public library budget and see what we think about the budget for the community. When teaching the management course, I split the class into groups and have each group run a library (the libraries can be academic, public, or special) over the length of the semester. Each group puts together a budget based on a total of $750,000 with 10 employees. The only full-time employees required are a director and a reference librarian. Any other employees up to 10 are at the whims of the group.

      I put two years of a budget together showing a total of $1,610,000 as a proposed budget in fiscal year (FY) 2019–20 and a 6 percent increase in FY 2020–21. My Bluebird of Happiness Public Library budget is presented in table 12.2.

      TABLE 12.2 Bluebird of Happiness Public Library budget

      
        
          
            	
               

            
            	PROPOSED 2019–20
            	ACTUAL 2019–20
            	PERCENTAGE CHANGE PROPOSED VS. ACTUAL
            	PROJECTED 2020–21
            	PERCENTAGE CHANGE 2019–20
          

        
        
          
            	
              Revenue

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Property Taxes

            
            	
              $1,400,000

            
            	
              $1,500,000

            
            	
              7%

            
            	
              $1,600,000

            
            	
              7%

            
          

          
            	
              State Aid

            
            	
              75,000

            
            	
              50,000

            
            	
              -33%

            
            	
              65,000

            
            	
              30%

            
          

          
            	
              Grants

            
            	
              45,000

            
            	
              45,000

            
            	
              0%

            
            	
              45,000

            
            	
              0%

            
          

          
            	
              Investment Income

            
            	
              15,000

            
            	
              15,500

            
            	
              3%

            
            	
              15,000

            
            	
              -3%

            
          

          
            	
              Contributions

            
            	
              45,000

            
            	
              50,000

            
            	
              11%

            
            	
              45,000

            
            	
              -10%

            
          

          
            	
              Copier Income

            
            	
              5,000

            
            	
              5,000

            
            	
              0%

            
            	
              5,000

            
            	
              0%

            
          

          
            	
              Other Income

            
            	
              25,000

            
            	
              25,000

            
            	
              0%

            
            	
              25,000

            
            	
              0%

            
          

          
            	
              Total Revenue

            
            	
              $1,610,000

            
            	
              $1,690,500

            
            	
              5%

            
            	
              $1,800,000

            
            	
              6%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Expenses

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Management Salaries

            
            	
              $150,000

            
            	
              $140,000

            
            	
              -7%

            
            	
              $160,000

            
            	
              14%

            
          

          
            	
              Professional Salaries

            
            	
              475,000

            
            	
              480,000

            
            	
              1%

            
            	
              490,000

            
            	
              2%

            
          

          
            	
              Benefits

            
            	
              156,250

            
            	
              160,000

            
            	
              2%

            
            	
              170,000

            
            	
              6%

            
          

          
            	
              Total Salaries and Benefits

            
            	
              $781,250

            
            	
              $780,000

            
            	
              0%

            
            	
              $820,000

            
            	
              5%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Building Maintenance

            
            	
              $25,000

            
            	
              $15,000

            
            	
              -40%

            
            	
              $25,000

            
            	
              67%

            
          

          
            	
              Office Equipment Maintenance

            
            	
              10,000

            
            	
              18,045

            
            	
              80%

            
            	
              10,000

            
            	
              -45%

            
          

          
            	
              Projects

            
            	
              25,000

            
            	
              20,007

            
            	
              -20%

            
            	
              25,000

            
            	
              25%

            
          

          
            	
              Office Supplies

            
            	
              20,750

            
            	
              32,480

            
            	
              57%

            
            	
              30,000

            
            	
              -8%

            
          

          
            	
              Total Other

            
            	
              $80,750

            
            	
              $85,532

            
            	
              6%

            
            	
              $90,000

            
            	
              5%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Books

            
            	
              $80,000

            
            	
              $78,904

            
            	
              -1%

            
            	
              $80,000

            
            	
              1%

            
          

          
            	
              Serials

            
            	
              15,000

            
            	
              18,452

            
            	
              23%

            
            	
              20,000

            
            	
              8%

            
          

          
            	
              CDs

            
            	
              5,000

            
            	
              4,815

            
            	
              -4%

            
            	
              5,000

            
            	
              4%

            
          

          
            	
              DVDs

            
            	
              5,000

            
            	
              5,801

            
            	
              16%

            
            	
              10,000

            
            	
              72%

            
          

          
            	
              Licensing Agreements

            
            	
              225,000

            
            	
              340,541

            
            	
              51%

            
            	
              350,000

            
            	
              3%

            
          

          
            	
              Internet Costs

            
            	
              70,000

            
            	
              68,480

            
            	
              -2%

            
            	
              77,000

            
            	
              12%

            
          

          
            	
              Total Materials Costs

            
            	
              $400,000

            
            	
              $516,993

            
            	
              29%

            
            	
              $542,000

            
            	
              5%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Professional Development

            
            	
              $10,000

            
            	
              $8,000

            
            	
              -20%

            
            	
              10,000

            
            	
              25%

            
          

          
            	
              Travel Costs

            
            	
              5,000

            
            	
              2,500

            
            	
              -50%

            
            	
              5,000

            
            	
              100%

            
          

          
            	
              Total Professional Development Costs

            
            	
              $15,000

            
            	
              $10,500

            
            	
              -30%

            
            	
              $15,000

            
            	
              43%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Computer Maintenance

            
            	
              $35,000

            
            	
              $23,000

            
            	
              -34%

            
            	
              $35,000

            
            	
              52%

            
          

          
            	
              PC Costs

            
            	
              50,000

            
            	
              26,475

            
            	
              -47%

            
            	
              50,000

            
            	
              89%

            
          

          
            	
              Printers/Scanners/Other

            
            	
              25,000

            
            	
              25,000

            
            	
              0%

            
            	
              25,000

            
            	
              0%

            
          

          
            	
              Software Upgrades

            
            	
              30,000

            
            	
              35,000

            
            	
              17%

            
            	
              30,000

            
            	
              -14%

            
          

          
            	
              Integrated Library System Upgrades

            
            	
              50,000

            
            	
              45,000

            
            	
              -10%

            
            	
              50,000

            
            	
              11%

            
          

          
            	
              Total IT Services

            
            	
              $190,000

            
            	
              $154,475

            
            	
              -19%

            
            	
              $190,000

            
            	
              31%

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Reserve

            
            	
              $143,000

            
            	
              $143,000

            
            	
              N/A

            
            	
              $143,000

            
            	
              N/A

            
          

          
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
            	
               

            
          

          
            	
              Total Expenses

            
            	
              $1,610,000

            
            	
              $1,690,500

            
            	
              5%

            
            	
              $1,800,000

            
            	
              6%

            
          

        
      

      The big difference between the academic and the public library budget is the source of revenue. The university’s money comes primarily from the state and from library fees built into the tuition as well as some grant money. In my case, I put quite a lot of money in grants, but that is very utopian thinking. The size of the university, the number of holdings (tangible and electronic collections: books, serials, government documents, etc.), the size of the student body, and whether it is a doctoral or a master’s institution will determine how many librarians and paraprofessionals will be on staff. Small, private, liberal arts colleges, unless the alumni are extremely generous with donations, tend to have a small staff in the library.

      FUNDING LIBRARIES

      Public libraries are funded through a couple of ways—property taxes are the most common. Sometimes public libraries are funded through sales tax, as is the one in Oak Brook, Illinois. Property tax is called a millage because the library portion is a percentage of the taxes levied, or a mill. In some areas, the tax is on personal property as well as real estate. It depends on the taxing authority of the library, or the municipality that the library is attached to. Some libraries are run by the county instead of the city. Some other public libraries are fully independent of the city or county. In that case, if the library needs an increase in funding, the director and board have to take the tax increase before the voters. There is no certainty that the voters will vote for a tax increase. It all depends on the reporting structures of the state where the library is located. Some states’ statutes include funding laws which determine that libraries of a certain size need to have collections funded at a certain percentage of the budget.

      PERSONNEL BUDGETING

      How did some of those numbers in the budget get there? Generally, personnel (salaries, wages, and benefits) account for between 50 and 65 percent of the budget of a library. Salaries include everyone who works in the library, from the highest level like the director or dean to the lowest levels, including maintenance staff and pages. By law, everyone needs to be paid at least at the federal minimum wage level. What is included in benefits? Benefits for a full-time, regular employee include Social Security payments by the employer that match the amount the employee pays and are typically called FICA, which stands for Federal Insurance Contributions Act. The employer also matches the Social Security payment amount for Medicare. Depending on the state, there may be state disability insurance (SDI) payments. In addition, the employer pays an assessment on all employees to comply with the Federal Unemployment Tax Act (FUTA). Other benefits may include voluntary benefits that the employer chooses to provide, such as medical, dental, perhaps vision, long-term disability, and group life insurance.

      The employer also may provide vacation and sick time benefits. Some employers group these together into what is termed Paid Time Off (PTO). When an employee accrues vacation and sick time or PTO, it is shown on the pay stub or calculated in the human resources (HR) office on a biweekly, semimonthly, or monthly basis. When PTO is provided, the employer usually offers a few more days because the time off is all-inclusive, meaning that whether the reason is bereavement, illness, vacation, or another need, it all comes from the PTO. As an example of how these benefits are accrued, table 12.3 illustrates how much accounting would have to put aside each payday for vacation, sick time, or PTO. The table illustrates how much an employee would accrue per paycheck (monthly, semimonthly, or biweekly) to cover 10, 15, 20, or 25 vacation days and five sick days. For example, to receive 10 vacation days a year, an employee would accrue 0.82 days a month, which, when multiplied by 12 months, equals 10 days of vacation. For PTO, the numbers are larger because all days (sick, vacation, bereavement, etc.) are rolled into one benefit.

      TABLE 12.3 Conversion of days paid for accounting

      
        
          
            	MONTHLY PAY PERIOD
            	SEMIMONTHLY PAY PERIOD
            	BIWEEKLY PAY PERIOD
          

          
            	MULTIPLIER
            	PAYDAYS
            	DAYS OFF
            	MULTIPLIER
            	PAYDAYS
            	DAYS OFF
            	MULTIPLIER
            	PAYDAYS
            	DAYS OFF
          

        
        
          
            	
              Vacation Days

            
          

          
            	
              0.82

            
            	
              12

            
            	
              10

            
            	
              0.42

            
            	
              24

            
            	
              10

            
            	
              0.38

            
            	
              26

            
            	
              10

            
          

          
            	
              1.25

            
            	
              12

            
            	
              15

            
            	
              0.63

            
            	
              24

            
            	
              15

            
            	
              0.58

            
            	
              26

            
            	
              15

            
          

          
            	
              1.67

            
            	
              12

            
            	
              20

            
            	
              0.83

            
            	
              24

            
            	
              20

            
            	
              0.77

            
            	
              26

            
            	
              20

            
          

          
            	
              2.08

            
            	
              12

            
            	
              25

            
            	
              1.04

            
            	
              24

            
            	
              25

            
            	
              0.96

            
            	
              26

            
            	
              25

            
          

          
            	
              Sick Days

            
          

          
            	
              0.42

            
            	
              12

            
            	
              5

            
            	
              0.21

            
            	
              24

            
            	
              5

            
            	
              0.19

            
            	
              26

            
            	
              5

            
          

          
            	
              0.83

            
            	
              12

            
            	
              10

            
            	
              0.42

            
            	
              24

            
            	
              10

            
            	
              0.38

            
            	
              26

            
            	
              10

            
          

          
            	
              PTO

            
          

          
            	
              1.50

            
            	
              12

            
            	
              18

            
            	
              0.75

            
            	
              24

            
            	
              18

            
            	
              0.69

            
            	
              26

            
            	
              18

            
          

          
            	
              1.92

            
            	
              12

            
            	
              23

            
            	
              0.96

            
            	
              24

            
            	
              23

            
            	
              0.88

            
            	
              26

            
            	
              23

            
          

          
            	
              2.35

            
            	
              12

            
            	
              28

            
            	
              1.17

            
            	
              24

            
            	
              28

            
            	
              1.08

            
            	
              26

            
            	
              28

            
          

          
            	
              2.75

            
            	
              12

            
            	
              33

            
            	
              1.38

            
            	
              24

            
            	
              33

            
            	
              1.27

            
            	
              26

            
            	
              33

            
          

        
      

      To convert days accrued for either vacation or sick leave based on table 12.3, accounting would multiply an employee’s hourly rate (say, $20.00) by the number of vacation days converted into hours. Forty hours of accrued vacation time would be converted to $800, enough to cover one week of vacation time. Each employee would have an accrual, so there would be a cost for providing vacation and potential sick time for each employee. Depending on its policies, the library determines how sick time is considered—is it paid out if the employee does not use it, or is the time lost? In PTO all time is available for the employee to use because none of it is designated specifically for sick time; the employee needs to use all of it by the end of the year.

      Part-time employees’ benefits include FICA, Medicare, and FUTA at the minimum. Depending on the number of hours part-time employees work, some employers allow them to prorate vacation and sick time. Other employers do not.

      The personnel salary and wage numbers actually have some sense to them. The key to the number is how many actual employees are in the library, how many are professional librarians (holding an MLS/MLIS degree), and how many are paraprofessionals. The last item that can influence the budget is where in the United States a library is located. The West and Northeast of the country tend to be the most expensive places to live; the salaries tend to follow suit somewhat. The South tends to be a less expensive place to live, and salaries are not as high there. Table 12.4 shows the employees that are on the salary line at the Bluebird of Happiness Public Library.

      TABLE 12.4 Bluebird of Happiness Public Library salaries (actual)

      
        
          
            	TITLE
            	SALARY
          

        
        
          
            	
              Director

            
            	
              $75,000

            
          

          
            	
              Assistant Director

            
            	
              65,000

            
          

          
            	
              Public Services Librarian (2)

            
            	
              130,000

            
          

          
            	
              Children’s Librarian

            
            	
              60,000

            
          

          
            	
              Teen Librarian

            
            	
              58,000

            
          

          
            	
              Part-Time Children’s Librarian (2)

            
            	
              77,000

            
          

          
            	
              Part-Time Adult Librarian (3)

            
            	
              116,000

            
          

          
            	
              Part-Time Circulation Clerk/Page (4)

            
            	
              39,000

            
          

          
            	
              Total

            
            	
              $620,000

            
          

        
      

      MATERIAL COSTS

      Material costs vary according to the size of the library. In the last few years, overall budgets have dropped or stayed flat in academic and public libraries (Bosch & Henderson, 2017; Hoffert, 2018). When budgets drop, there will be an ancillary drop in material budgets. If a budget holds steady, that still is not good news for material costs. Material costs have gone up in recent years as well. The library dean or director and staff will have to make difficult decisions about what to cut. Materials in public libraries are approximately 20 percent of the budget—this includes adult, children’s, and young adult materials in all formats. In the academic library, materials account for approximately 30 to 35 percent of the budget (Nicholas, Rowland, Jubb, & Jamali, 2010).

      In the budgets shown in tables 12.1 and 12.2, the materials budget is 21 percent of the Utopian Library’s budget and about 25 percent of the Bluebird of Happiness Public Library’s budget. Both budgets are adequate at best and probably reflect some of the hard choices that libraries around the United States have to make. The choices of materials can be difficult because periodicals and electronic journals are expensive in the scientific fields for academic libraries. According to Bosch and Henderson (2017), “slow growth in public funding is reflected in budgets for higher education and libraries.” In an environment where budgets are flat or decreasing, subscriptions to journals and purchases of other materials will be reduced. Hard choices will have to be made by librarians and faculty alike. Journal prices have had a steady 5 to 6 percent price increase since 2012, and it is believed this trend will continue (Bosch & Henderson, 2017).

      Public library directors are facing some of the same choices. Costs are going up and up, and budgets are being cut or staying flat. Any increase will cause painful choices to be made by public librarians, and patrons will not be happy about them. The trend to e-journals may follow in public libraries as well. Many magazines in public libraries still tend to be ordered and received in paper formats.

      Next, there are serials. This is a very different challenge for libraries because serial prices have been going up for years. There will be differing concerns across different environments. In public and school libraries, the kinds of periodicals most frequently subscribed to tend to be relatively inexpensive (general interest and children’s periodicals are usually at the bottom of the price list). In academic and many special libraries, the prices tend to be high and the price increases higher as well. This has presented a budgetary problem for many libraries for about two decades. Assume you have been getting budget increases over the most recent five years of between 1 and 3 percent a year. Now assume that, even in a public library, the average price increase for periodicals has been 4 to 5 percent a year. You can see that it does not take very long for there to be a substantial impact on the total materials budget.

      Book costs have also been increasing during this time. Materials budgets currently average $843,000 (Hoffert, 2018). Print books claim 54 percent of the materials budget; media (audios, DVDs, and streaming media), 30 percent (Hoffert, 2018). Audiobook spending is up 16 percent on average; physical books, 8.6 percent; DVDs, 11.5 percent (Hoffert, 2018). Streaming media debuts with just over 2 percent of the budget, and music CDs and downloadables claim 3.3 percent (Hoffert, 2018). In a public library, depending on size, 20 to 25 percent appears to be approximately what is spent on book materials. The money will need to be allocated to the adult, children’s, and teen areas based on the community demographics. Do not shortchange one area for another. Children’s books can be just as pricey as adult books. Replacing well-loved classics in all areas is important for a good collection. If there are books in the collection that are not checked out, weed them. Make sure that all the space in your library is well used and that books are circulating so the budget dollars are well spent.

      The biggest issue facing public libraries will be access to Internet-connected computers. The average number of public access computers in a public library is 18, and the majority offer wireless Internet access (IMLS, 2017). Internet-connected public access computers will be discussed in depth in the information technology chapter (see chapter 19). Internet-connected computers are used the most in libraries and create budget issues based on replacement costs of the hardware. The hardware should be replaced every four to seven years, depending on use and wear and tear.

      CONCLUSION

      Finances in libraries are complicated but can be managed by good budgeting and by keeping on top of the monthly actual numbers. The only way to easily deal with finance is to know how much is being spent each month compared to the budget. Having a reserve in place in case there is a catastrophe that was not budgeted for is essential so that the library has the ability to survive either a natural disaster or a computer disaster like a server dying unexpectedly. The dean or director of the library needs to be up to date on the library finances and understand all the revenues and expenses that are committed for the library so there are no surprises.

      
        Group Exercise

        Part 1

        Budgeting is the curse of libraries. As many directors will tell you, there is never enough money for what each library needs to do. For this exercise, determine what type of information center (academic, public, special, school, or archive) your group is representing. For the preliminary budget talks with your senior manager, please put together the following budget numbers:

        
          	1. Personnel: Include management salaries, professional salaries, vacation and sick leave, and the rest of the benefit package that will be necessary. Remember to specify the number of employees—the minimum is a full-time director or dean and one full-time librarian.

          	2. Material costs: Break down the material costs by print (books, journals, DVDs, CDs, etc.) and electronic (e-books, streaming, databases, etc.); include all licensing and Internet costs here.

          	3. Other costs: Include any additional costs that you consider necessary for the library.

          	4. Professional development costs: Include travel costs.

        

        Part 2

        Recently one of the patrons of your library, Arabella Simon, passed away and left a $2,000,000 bequest in her will. Your parent organization would like to have control of the money, but the library management thinks that, because Ms. Simon named the library in her will, the money is the library’s to do with as it pleases.

        
          	1. What is your take on this?

          	2. If you keep the money under the library’s control, what would you do with it?

          	3. How would the money be handled, and who would be responsible for it?

          	4. Figure out a way to handle this situation with the minimum of fuss.

          	5. Could there be fallout from this situation that the library will have to deal with in the future? Consider all the possibilities.
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      CHAPTER 13

      Assessment and Evaluation

      Jennifer Campbell-Meier

      Assessment and evaluation are part of library management, whether you like it or not. Often assessment and evaluation are required by the federal government, state libraries, and accrediting bodies. Rather than waiting until the end of the year and scrambling for metrics, adding assessment and evaluation to your planning initiatives will make life easier for the management team and provides the organization with information you need to tell the story of your library to stakeholders for support and for funding. Chapter 6, “Strategic Planning,” briefly discusses assessment and evaluation in the strategic planning process; in addition, strategic planning, assessment, and evaluation should be included in project management and in new initiatives.

      During the assessment process, goals are defined, evidence about meeting the goals is gathered, and then the evidence is used for improvement. Once the director or dean has decided what your library wants to accomplish, identify the measures to gather evidence. It is important to define our concepts before delving further into the topic. Goals and objectives are similar in that they serve to direct the organization. They describe the intended purposes and expected results of activities and establish the foundation for assessment.

      Goals are statements about general aims or purposes that are broad, long-range intended outcomes. Goals are used primarily in policy making and general program planning.

      Objectives are brief, clear statements that describe the desired outcomes. Attention is focused on the specific types of performance that are expected to demonstrate that the outcomes were attained.

      A plan is a blueprint specifying the resource allocation, schedules, and other actions necessary for attaining the goals. The goals and objectives in the plan need to be assessed and evaluated. Although often paired, assessment and evaluation are complementary and are used at different stages during a planning cycle.

      Assessment is the process or means of evaluating work. Data are collected in a formal process of evaluation and may be used to develop or assess a plan.

      Evaluation is the development of a judgment about the amount, number, or value of something. When a project is evaluated, a decision is made about whether it met the stated goals and objectives and whether the outcomes were successful or not. In other words, management collects qualitative and quantitative data about a library’s services, programs, and collections to see if the library is meeting the needs of the community or organization it serves.

      The assessment and evaluation cycle is presented in figure 13.1.

      
        [image: ]

        FIGURE 13.1 Iterative evaluation process

      
      Evaluation and assessment do not have to be complicated. Together, they provide the groundwork for improvement and, depending on what is being assessed, may lead to better planning of library services. Assessment should happen at all levels in libraries, and most libraries, whether public, academic, or special, may have regular assessment activities. These activities may be required by a governing or accrediting agency. The Institute of Museum and Library Services (IMLS), for example, provides federal support for libraries through grants and state library programs. Every five years, state libraries have to develop a plan “to strengthen the efficiency, reach, and effectiveness of library services” (IMLS, n.d.c). A state library identifies goals and initiatives to improve public library service. These goals are usually developed with input from public libraries and public library users throughout the state. Over the next five years, the state library may ask public libraries for evidence that identifies how the goals and initiatives are being met at the public library level. For example, the Hawaii State Public Library System identified innovative service development as a goal in its 2017 Five-Year Plan (Aldrich, 2017). Objectives and targets were identified for each goal. For the innovative service development goal, the objective was to “[i]mprove services and programs for our patrons with new and innovative approaches” (Aldrich, 2017, p. 8). To measure this objective, a minimum of three projects that improved services and programs were to be implemented and evaluated. The plan further identified an expectation that “60 percent of survey respondents” would report that the “new service and/or program has provided value to them” (Aldrich, 2017, p. 9).

      MEASURES

      Measures identify what the library is currently doing and what it needs to change for improvement. Choosing the right measures can help us make meaningful comparisons to the standards, goals, and objectives of similar libraries. Both qualitative and quantitative measures are used to assess libraries. Qualitative measures frequently assess the quality of work or of a program. Opinions about and perceptions of service would fall into this category. A quantitative measure uses numbers and a unit of measure to provide meaning. Counts, ratios, and percentages are quantitative measures. Libraries use measures for inputs, processes, outputs, and outcomes to evaluate and improve systems and services. During the process, it is important to keep in mind what is being measured and what those measurements actually describe.

      Input Measures

      Input measures are descriptive statistics about the resources that support the library. These data are often reported to federal, state, and local officials, professional associations, researchers, and local practitioners for planning, evaluation, and policy. In addition, funding and accrediting agencies may require these data. Funding agencies, such as IMLS, collect descriptive data about public libraries in the United States to quantify how individual libraries are meeting the needs of local communities (table 13.1). The National Center for Education Statistics (NCES) collects the data for academic libraries for assessment.

      TABLE 13.1 Examples of input measures (IMLS, public)

      
        
          
            	CATEGORIES
            	TYPES OF MEASURES
          

        
        
          
            	
              Organizational Characteristics

            
            	
              Number of Central Libraries

              Number of Branch Libraries

              Population of Service Area

            
          

          
            	
              Staffing

            
            	
              Librarians with ALA-MLS

              Librarians without ALA-MLS

              Staff

            
          

          
            	
              Operating Revenue

            
            	
              Federal Revenue

              Local Revenue

              State Revenue per Capita

            
          

          
            	
              Operating Expenditures

            
            	
              Electronic Materials

              Employee Benefits

              Print Materials

              Salaries and Wages

            
          

          
            	
              Size of Library Collection

            
            	
              Current Electronic Serial Subscriptions

              Current Print Serial Subscriptions

              Electronic Books

              Print Materials

              Video Materials

            
          

          
            	
              Services

            
            	
              Circulation of Children’s Materials

              Library Visits

              Reference Transactions

              Total Circulation

              Total Program Attendance

              Users of Public Internet Computers

            
          

        
      

      Input measures can be useful for comparing peer libraries. For example, a public library in a city of 30,000 people may use input measures such as the total number of librarians to see how it compares to libraries in similarly sized cities. If the public library has four full-time librarians, and peer institutions have an average of six full-time librarians, the measure can be used to support the hiring of two new full-time librarians to better serve the population. An academic library may be concerned about the space available for students in the building, especially if full-time equivalent (FTE) enrollment has increased. FTE is the total number of hours that both full-time and part-time students are registered for during the semester, divided by the full-time undergraduate course load per semester (usually 12 hours). Database pricing structures for academic libraries are often based on FTE. The academic library can use input statistics to identify peer institutions based on FTE and then compare the number of seats, computers, or study rooms available in peer libraries. The statistics identify not what is optimal but what other, similar libraries have for benchmarking.

      Process Measures

      Process measures examine the efficiency of processes and procedures within the library. Libraries employ any number of procedures and processes throughout the day that use library resources, primarily staff time. It is important to review the processes to verify that the system in place is efficient and does not waste time or resources. Efficiency in the library will cost in both materials necessary and staff time, including benefits. Is it cost effective for a librarian to process books? Is it an efficient use of time for a librarian to print call number labels, or should that task be done by an hourly staff member? Productivity examines the time it takes from the start of a process to its completion. Perhaps a librarian is concerned that it is taking too long for a requested book to reach the shelf. By examining the step-by-step procedures involved in the process, in this case, acquisitions and cataloging, a librarian can identify processes that can be improved. Are orders placed daily? Once a week? Is there a cataloging backlog? Are books processed regularly? Are processed books waiting on a cart to be shelved? System reliability and downtime, as well as the availability of public workstations, are examined in information system activity. If servers are down for several hours a week, users will be unable to access the materials and will turn to another source for information. Process measures focus on staff productivity and information systems and typically reveal how efficient a library is by focusing on the time and cost to perform an activity or a task.

      Output Measures

      Output measures describe how a library is used. These measures can examine the counts and use per capita of services, user satisfaction with a particular service or the library in general, the degree to which the collection is used, the use of online materials, and how a building is being used, as shown in table 13.2.

      TABLE 13.2 Output measures

      
        
          
            	CATEGORIES
            	TYPES OF MEASURES
          

        
        
          
            	
              Services

            
            	
              Number of Books Cataloged

              Number of Interlibrary Loan Requests

              Number of Reference Transactions

              Number of Titles Ordered

              Number of Virtual Reference Transactions

            
          

          
            	
              Quality

            
            	
              User Satisfaction

            
          

          
            	
              Collection Use

            
            	
              Average Circulation per Volume

              Loans per Visit

              Number of Items Charged

              Proportion of the Collection Borrowed

              Proportion of the Collection Unused

            
          

          
            	
              Electronic Resource Use

            
            	
              Number of Database Sessions

              Number of Public Access Internet Users

              Number of Searches

              Number of Search Sessions

              Web Link Statistics

            
          

          
            	
              Building Activity

            
            	
              Attendance

              Program/Instruction Attendance

              Remote Uses

              Seat Occupancy Rate

              Service Point Use

              Total Number of Uses

            
          

        
      

      SOURCES: Matthews (2017); IMLS (n.d.b); Van House & Zweizig (1987).

      In addition to quantitative measures of a library, librarians are interested in gathering qualitative data about user experiences and perceptions of quality. Satisfaction surveys determine the extent to which user needs are being met and may also identify ways or places to improve service. Satisfaction measures identify the net satisfaction with a service or resource. Service quality, measured by tools like LibQUAL+, examines user satisfaction as well as gaps between service expectations and the service(s) received at the library. LibQUAL+ is a survey, developed by the Association of Research Libraries (ARL), designed to measure the service attitude of staff, access to information, and the library as a place. It focuses on the interaction between the user and the service provider using the gaps model of service quality. For example, LibQUAL+ participants identify their minimum level of acceptable service, their desired level of service, and the level of service received in the library. Library staff also participate in the survey, with individual staff members identifying their perceptions of the users’ expectations (Association of Research Libraries, 2011). The data are used to quantify any gap that may exist between the perceived level of service and the desired level of service and identifies areas for improvement.

      OUTCOMES

      Outcomes assessment involves gathering and evaluating qualitative and quantitative data that identify that an organization’s objectives, goals, and outcomes not only correspond to its mission but are being accomplished. According to IMLS, outcomes are “benefits to people: specifically, achievements or changes in skill, knowledge, attitude, behavior, condition, or life status for program participants” (IMLS, n.d.a). An outcome must be measurable or observable, manageable, and meaningful. Outcome-based evaluation (OBE) is the measurement of information about indicators that identify change and illustrate to what extent a program has met its outcomes. OBE is widely used in academic, school, and public library settings, especially with funding and accreditation agencies as well as state and local governments. OBE provides libraries with performance measures for effective library services and service priorities designed to meet the needs of local users. Outcomes-based evaluation may use output measures, such as satisfaction surveys, to identify areas of improvement and provide baseline measurements during an evaluation period.

      University students have some familiarity with outcome assessment. Courses have goals, objectives, and student learning outcomes. Student learning outcomes usually contain

      
        	• An action word that identifies the performance to be demonstrated

        	• A learning statement that specifies what learning will be demonstrated in the performance

        	• A broad statement of the criterion or standard for acceptable performance

      

      Now, you may wonder, “Why do I care about learning outcomes? I want to be a librarian, not a teacher.” If you are doing any kind of user instruction or information literacy instruction at a school, public, or academic library, you need to develop learning outcomes so you will know what to do and whether it was done well. The format for student learning outcomes can be adapted to a program or services in the library.

      Learning outcomes contain action verbs, like those collected in Bloom’s taxonomy of educational objectives. The outcomes are often formatted: “Students will (verb or action) in order to (result).” For example, students will develop topic-relevant vocabulary in order to search databases effectively. According to Debra Gilchrist (2009), there are five questions for assessment design:

      
        	1. Develop outcomes: “What do you want students to be able to do?”

        	2. Develop curriculum: “What does the student need to know in order to do this well?”

        	3. Identify pedagogy: “What activity will facilitate learning?”

        	4. Identify assessment measures: “How will the student demonstrate the learning?”

        	5. Create criteria for success: “How will I know the student has done this well?”

      

      The assessment design works for non-instruction library activities if the questions are revised:

      
        	1. Develop outcomes: “What do you want to be able to do?” Start by having a library staff meeting and brainstorming about what services may be developed or improved. What should an ideal library user know, understand, and be able to do? Consult the website for your state library, accrediting agency, or professional/disciplinary organization—outcomes may already exist for services or programs at various levels. During this part of the process, consider inviting representatives from stakeholder groups like the library board, trustees, Friends of the Library, faculty, or students to the brainstorming session. Develop consensus on a first draft of a list of outcomes. This is a draft of outcomes that may be revised several times during the strategic planning process. Outcomes should change over time to meet the needs of the community being served or to align with the outcomes of associated organizations—the state library for a public library or the university in an academic library.

        	2. Develop a plan or a program: “What needs to happen in order to do this well?” The outcomes can be used to develop a strategic plan or a specific program.

        	3. Identify the appropriate methodology: “What will facilitate this?” Gather feedback from those who used a service or attended a program about how well they perceive that outcomes were addressed.

        	4. Identify assessment measures: “How will I know this happened?” Assess services and programs using tools specifically geared to measure achievement of each of the outcomes (table 13.3).

        	5. Create criteria for success: “How will I know it was a success?” Use the data collected to evaluate services and programs at the end of the planning or reporting year. Revise outcomes and measures as needed for next year’s plan.

      

      Repeat the preceding steps regularly and as needed to improve library services and programs.

      TABLE 13.3 Sample library outcomes and measures

      
        
          
            	OUTCOME
            	MEASURES
          

        
        
          
            	
              The library will conduct a LibQUAL Survey and compare results to data from previous survey to identify areas of success and of need.

            
            	
              • LibQUAL data

            
          

          
            	
              Keep library faculty and staff updated by distributing accurate phone information, including contacts and instructions on how to access voicemail off campus.

            
            	
              • Voicemail instructions

              • Distribution of contact list

            
          

          
            	
              The library will be a gathering place for the local community.

            
            	
              • Attendance at programs

              • Gate counts

              • Number of active community users

              • Number of community members with library cards

              • User survey

            
          

          
            	
              Access services will improve staff ability to provide IT service to patrons.

            
            	
              • Access services will maintain a log of IT assistance opportunities and assess monthly for areas of training needs.

              • Access services will report training opportunities and IT collaborations in monthly reports.

            
          

          
            	
              Public services will develop partnerships with three organizations during the 2020 fiscal year.

            
            	
              • Meetings with community groups

              • Meeting room usage

            
          

          
            	
              The reference department will develop one new program a month.

            
            	
              • The number of participants

              • The number of programs

              • Specific outcomes for programs

            
          

        
      

      Outcomes can be assessed by direct measures, which identify what has happened or has been achieved, or by indirect measures, which imply that a change has occurred and suggest what may be done to improve the process (table 13.4). The measures are complementary, so using both direct and indirect measures for assessment is useful.

      TABLE 13.4 Methods for gathering evidence

      
        
          
            	
               

            
            	Direct Measures
            	Indirect Measures
          

        
        
          
            	
              Qualitative Methods

            
            	
              Participant interviews

              Think-aloud protocol

            
            	
              External reviewers

              Focus groups

              Observations

            
          

          
            	
              Quantitative Methods

            
            	
              Content analysis

              Tests

            
            	
              General surveys

            
          

        
      

      SOURCE: Adapted from Matthews (2017).

      Libraries are being held accountable to stakeholders and cannot rely on a single measure of assessment. With decreasing library budgets, libraries need to carefully examine input measures to verify that money is allocated appropriately. Process measures examine whether the funds are spent efficiently. Output measures identify user satisfaction with library programs. OBE measures the performance and value of the efforts at the local level. A holistic approach that gathers data about services, using multiple measures, provides a multidimensional image of the library within the community and among peer institutions. Measuring outcomes can tell stakeholders where the tax dollars are being spent and can justify a library’s existence and why it is important to the community, board, or board of regents.

      Assessment Tools

      The management team and librarians have a choice of many instruments for improvement. In order to choose the right tool for assessment, each organization has to first decide what measurements are going to be done with the tools, then the director or dean needs to identify where the library is in the process and, finally, decide if it is necessary to expand or narrow the scope. It is helpful to think about the tools by how they are used. Remember, many of the assessment tools can be used at various stages in the process. Benchmarking, for example, compares your library’s work practices to the best similar practices in other libraries. The comparison can provide new ideas for improvements and can be used as a process analysis tool or as a data collection and analysis tool. Let’s look at a few tools we can use during the assessment process.

      Project planning and implementation tools are used for managing and improving projects. Three examples of tools for planning and implementation are the balanced scorecard, stakeholder analysis, and storyboards. The balanced scorecard provides an overview of a library’s performance by examining four perspectives: the customer, internal business, innovation and learning, and financial. Measures indicating progress toward a goal are developed for each perspective. Stakeholder analysis identifies the individuals or groups with an interest in an issue. The analysis can be used to improve an area based on stakeholder needs or to develop an action that considers the perspectives of all interested parties. Successful projects include stakeholders in the planning process to verify that the appropriate needs are met. A storyboard is a visual display of a process, often used to think through how users will accomplish a specific activity. A web redesign team may use a storyboard to capture new pages and explain how a user would accomplish relevant activities, like searching for a book.

      Process analysis tools are used when the organization wants to understand a work process or some part of a process. Flowcharts and workflow diagrams are just two examples of process analysis tools. A flowchart is a picture of the steps of a process in sequential order. Flowcharts can be used to show how a process is done or to identify areas of improvement. A workflow diagram is an image that shows movement through a process.

      Data collection and analysis tools are used to collect and analyze data. Sampling and surveys are frequently used to identify user needs. Sampling allows the librarian to select a few items or people out of a larger group in order to question, examine, or test the items and draw conclusions for the entire group. Surveys collect data from targeted groups of people or users about their opinions, behavior, or knowledge.

      Cause analysis tools assist in the discovery of the cause of a problem or situation. Contingency diagrams and force field analysis are both used to identify potential problems that may occur during planning or programming. Contingency diagramming uses brainstorming and negative thinking to identify what could go wrong with a plan. Force field analysis identifies the positive forces that support an action and the negative forces that restrain it.

      Evaluation and decision-making tools help narrow down a group of choices or evaluate how well the library has done something. The director, dean, or organization can use a decision matrix or paired comparisons to evaluate choices. A decision matrix evaluates and prioritizes options from a list of weighted criteria. The paired comparison technique narrows a list of options to the most popular choice (table 13.5).

      TABLE 13.5 Paired comparison example

      
        
          
            	
               

            
            	A vs. B
            	A vs. C
            	A vs. D
            	B vs. C
            	B vs. D
            	C vs. D
            	TOTAL
          

        
        
          
            	
              A. Raspberry Pi Coding Club

            
            	
              4

            
            	
              5

            
            	
              3

            
            	
              -

            
            	
              -

            
            	
              -

            
            	
              12

            
          

          
            	
              B. Brownies and Books

            
            	
              2

            
            	
              -

            
            	
              -

            
            	
              1

            
            	
              -

            
            	
              -

            
            	
              3

            
          

          
            	
              C. Storytime

            
            	
              -

            
            	
              1

            
            	
              -

            
            	
              5

            
            	
              -

            
            	
              4

            
            	
              10

            
          

          
            	
              D. Game Night

            
            	
              -

            
            	
              -

            
            	
              3

            
            	
              -

            
            	
              6

            
            	
              2

            
            	
              11

            
          

        
      

      NOTE: Often, librarians have to make choices about the programs that can be offered in a given year. Voting from a list of options may result in a draw because individuals choose the projects they have developed. Instead of using a list for voting, paired comparison voting can be used to identify preferences. Participants vote for a favorite among pairs and then all the votes for an option are totaled to identify preferences.

      Developing an Evaluation Plan

      Evaluation must meet several basic requirements to be effective. First, too much information can be just as bad as too little information. The management team, director, or dean does not have to nor should collect every possible bit of data about what is being assessed in the hope that those data may be potentially useful. Second, evaluation activities should be meaningful because they should specifically relate to a library’s objectives. Finally, the evaluation should provide librarians with useful information about tasks over which they have control and influence. Table 13.6 provides a worksheet for planning evaluation activities.

      TABLE 13.6 Sample assessment worksheet

      
        
          	OBJECTIVE
          	INDICATOR
          	SOURCE OF DATA
            (circulation records, users)

          
          	METHOD TO COLLECT DATA
            (systems report, interviews, surveys)

          
          	WHO COLLECTS THE DATA
          	WHEN IS THE DATA COLLECTED
        

        
          	
             

          
          	
             

          
          	
             

          
          	
             

          
          	
             

          
          	
             

          
        

        
          	
             

          
          	
             

          
          	
             

          
          	
             

          
          	
             

          
          	
             

          
        

      

      There are several steps to follow in creating a new or improved evaluation plan:

      
        	1. Examine the outcomes that have been outlined by the library for the service or program to be assessed (these should be taken directly from the strategic planning documents).

        	2. Identify those outcomes that will be assessed. Rather than attempting to assess all the outcomes associated with the goal or objective, choose those that seem most critical to the overall goals and that can be meaningfully measured.

        	3. Select your assessment tool(s)—methods or instruments for gathering evidence to show whether the outcomes have been achieved. Determine if there are existing data sources or tools that may be used or if new tools must be selected or developed. Select those tools that seem most appropriate to the objectives or the services being assessed.

        	4. Specify procedures for analyzing and interpreting the evidence gathered in the assessment. Prior to administering assessments, create a scoring rubric or other method of evaluating results, and determine the library standard for performance expectations (e.g., success equals a 20 percent increase in the number of students participating in a summer reading program). Determine if the assessment will be episodic (a snapshot of a service at one point in time) or ongoing (a recurring, consistent, and comparative assessment of a service over time). Table 13.6 can be used to analyze and interpret the evidence gathered in the assessment by giving each item a numerical value.

        	5. Determine how the information that results from assessment can be used for decision making, planning, and service and program evaluation and improvement. Develop means whereby involved library staff can review the data, make recommendations for change as appropriate, and incorporate such changes in the planning cycle.

      

      Action Research

      As noted in ongoing assessment, an evaluation plan should be iterative. The evaluation process involves researching and evaluating a problem. It may be useful to view the plan through the lens of action research. Riel (2010–2017) defined action research as “a process of deep inquiry into one’s practices in service of moving towards an envisioned future, aligned with values.”

      Riel noted that “[a]ction researchers examine their interactions and relationships in social setting seeking opportunities for improvement.” This iterative process begins with a question that is important to the researcher(s). The researchers then collect and analyze evidence and reflect on that evidence, which leads to reviews from a critical friend and another round of evaluation and reflection before the results are shared with a community of practice (Pine, 2008; figure 13.2). For example, as an initial step, we could start with this question: What is the current user experience?

      
        	1. Develop a user experience survey and gather data from current and recent users.

        	2. Analyze the data.

        	3. Implement testable changes (at course level) to evaluate and assess change.

        	4. Reflect with critical friend.

        	5. Implement changes across the program.

        	6. Evaluate and assess changes.

        	7. Develop a student experience survey and gather data from current and recent students.

        	8. Analyze the data.

        	9. Reflect on the data.

      

      Reflection and discussion with a critical friend, or several critical friends, provides an opportunity to identify outcomes met or not met in the research process. The reflection period may also identify questions for research in the next cycle or subsequent iterations of the research.

      
        [image: ]

        FIGURE 13.2 Action research process

      
      Not only does action research add reflection to the evaluation process, it provides a framework for librarians to publish their research, adding to evidence-based practices. The scoping and analyzing stages may be written up as conference papers or journal articles. The entire iteration may be of interest to the library community and to the action research community.

      CONCLUSION

      Good evaluations rely on the development of a strategic plan that defines the organizational activities and resource allocations, as well as goals that define the outcomes that major divisions and departments must achieve. In addition to a strategic plan, libraries should develop an assessment plan that identifies which outcomes and goals are most important to the library and how they will be assessed. Good information in the right hands is a lever for change. Assessment and evaluation lead to wiser planning, better budgeting, and improved library services. It is important to share the projects and goals that you have evaluated by presenting at conferences and publishing articles about your evaluation and assessment.

      
        Case Study and Discussion Questions

        Pat is the librarian for a departmental collection located within the business school of a state university. This is her second year in the library; her first was spent reorganizing the collection and rearranging the space to make it more user friendly. She has been collecting usage statistics and gate counts by hour and has her appointment calendar noting any meetings with faculty and classes as well as student appointments. Pat also spent the year working with the administration and faculty members, identifying the organizational goals and objectives of the school. She thought it was important to learn the organization so that she can develop a strategic plan for the business library.

        Pat knows that she would like to develop outcomes for the library, but first she wants to see how her library compares to peer institutions. In addition to a peer review, Pat is interested in developing learning outcomes for library instruction within the business school. There is no formal instruction program, but the faculty and administration are interested, and the business school is required to collect measurable outcomes for instruction for accreditation.

        
          	1. The dean would like to know what impact Pat’s changes have made.
            
              	a. What direct measures can she use to report the changes?

              	b. What indirect measures can she use?

              	c. Are there any areas for improvement that the indirect measures may identify?

            

          

          	2. What kinds of measures will Pat need to collect for a peer comparison?

          	3. How can the comparison data help Pat during the planning process?

          	4. How can Pat identify what the students and faculty need in order to develop an instruction program?
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      CHAPTER 14

      Internal and External Environments

      Diane L. Velasquez

      What exactly is a stakeholder? A stakeholder is someone with an interest in an organization. According to the Cambridge Dictionary, a stakeholder is “a person such as an employee, customer, or citizen who is involved with an organization, society, etc. and therefore has responsibilities towards it and an interest in its success” (Stakeholder, 2019). For a library, be it academic, public, or special, there can be many different types of stakeholders both internal and external who can have an interest in the success of the organization. Many times the director or dean will be accountable to one or more stakeholders and have some who report to her and others who use the facility and the organizational assets.

      How the stakeholders are dealt with should again go back to the mission and vision of the library. The ability of the dean or director to interact with the stakeholders is part of his job, and many in those positions sometimes forget that they must please those stakeholders just as much as those who pay their salary. Why? Many people have things to say about what the library does or does not do for their community. Community in and of itself is a funny word. For a public library, the community is the people within the region of service that the employees of that organization serve, which can be defined in a variety of ways, depending on location. For an academic library, it is the scholarly world it inhabits, which includes students, faculty, and staff. If an academic library is publicly funded through income or sales taxes or has some responsibility to the public, such as being a part of the Federal Depository Library Program (FDLP), it will need to serve the public at large as well as the university community.

      DEFINITIONS

      
        	Community: The definition of community is the county, city, village, or town that the public or academic library is built in. Turning to the Cambridge Dictionary (2019), the definition is “the people living in a particular area.” The other definition in the Cambridge Dictionary is “a group of people who have the same interests, religion, etc.” (Community, 2019).

        	Federal Depository Library Program (FDLP): The Federal Depository Library Program (FDLP) was established by Congress to ensure that the American public has access to its government’s information. Since 1813, depository libraries have safeguarded the public’s right to know by collecting, organizing, maintaining, preserving, and assisting users with information from the federal government. The FDLP provides government information at no cost to designated depository libraries throughout the country and territories. These depository libraries, in turn, provide local, no-fee access to government information in an impartial environment with professional assistance (Government Publishing Office, n.d.).

        	In loco parentis: The legal doctrine under which an individual assumes parental rights, duties, and obligations without going through the formalities of legal adoption. The most common usage of in loco parentis relates to teachers and students (In loco parentis, 2019).

        	Internal stakeholders: This chapter has separate sections for academic and public libraries because their communities of stakeholders can be different. Sometimes the stakeholders are the same and sometimes they are different and will be separated.

        	Millage: The amount per $1,000 that is used to calculate taxes on property (Millage Rate, 2011).

      

      ACADEMIC LIBRARIES

      The mission of academic libraries is to support both the curriculum and programs of study, as well as the research of the faculty. Hence, these are two primary reasons the academic library collects materials, which means that two of the important stakeholder groups are the students and faculty members. These are the two easiest stakeholder groups to identify, but there are other important groups. The academic library also supports the staff and the administration of the university or college. If the library is part of a state university system, it will also support any state structures that are in place, such as a board of regents or other state governing systems.

      Support provided for the staff and administration of the university or college is outside most services provided for the faculty. The staff are usually the administrative support personnel and sometimes the librarians. Librarians can be classified as faculty or staff depending on the university or college where they are working. As a side note, if the librarians are considered faculty and have tenure attributed to them, they must traverse the “tenure track” just as faculty must. There will be publishing, service, and other requirements for the librarians under the “tenure track” umbrella. The publishing requirements are not usually as stiff as those for teaching faculty.

      In a private university, there could be a board of trustees, church authorities (Catholic, Lutheran, or other type), foundations, advisory boards, employees, unions, or a corporation that may oversee the organization in some manner. All these different types of boards or foundations may have a say regarding what the library may or may not put in its collection. Just as faculty can have a say about the collections or databases in a library, so can the governing board of the university.

      Academic libraries do sometimes have a Friends of the Library group for the purpose of fund-raising for the library. Just as in a public library, volunteers run the Friends group and organize fund-raising events for the university community. Books or other tangible materials (records, CDs, DVDs, etc.) that have been weeded from the collection are always good items to sell; the group may have a silent auction at some event when a notable person is coming in to give a lecture; or there could be other creative ideas that the Friends group could come up with for raising money. At one university, donors could give money in the name of a person and have a leaf placed on a gold tree (fake, of course) that was inside the library on a wall.

      PUBLIC LIBRARIES

      Public libraries have many internal stakeholders who can have a say in what the organization does. The governing board of a public library is the board of trustees or the board of directors. Not all public libraries have boards that manage the library. Some libraries report directly to a municipal structure, such as a city, village, or county. In the case of a municipal structure, the library director is a department head and reports to a city manager or assistant city manager. In the case of a city manager, there is usually an advisory board of trustees that will advise the director when asked. The advisory board of trustees is consultatory in nature, and the director takes the board’s opinions under advisement only.

      Friends of Libraries (FOLs) and library foundations are two other internal stakeholders that can have influence on a public library. Both groups are charitable groups under IRS rule 501(c)(3) as a tax-exempt organization. The FOLs and foundations donate money to public libraries for their collections or other purposes. The library director is sometimes on the board of one or both. The FOLs will sometimes sell weeded books or other materials through a shop in the public library to raise funds for the library. Some FOLs will assist when there are bond issues on the local ballot to raise money for the library. Many times FOLs will sell rare and older books on the Internet using eBay.

      Employees are internal stakeholders with an interest in the public library. Some are unionized and others are not. There are no hard and fast rules about which libraries are unionized and which are not. For instance, Chicago Public Library is unionized, but many of the suburban libraries outside Chicago are not. Unions have an interest in how the library is run because what happens influences how their members are treated by the management and municipal organization. The union contract that is negotiated between city management and the union determines how the library interacts with the employees in regard to pay, personnel matters, seniority, and most things related to the library and employment. Depending on one’s point of view, a union contract can either simplify or complicate management of library personnel.

      Employees who are not unionized should be treated with honesty, respect, and integrity. The library management team should work with and treat employees as the team members themselves would like to be treated. The library staff are the backbone of the library because these folks make sure the programs and services get done for the patrons. Many times, because they serve the public no matter what type of library they are at, it will appear as if their service is not appreciated. Managers should go out of their way to show appreciation for the hard work that the library staff do.

      The city, county, or village is an internal stakeholder in the public library. There are exceptions to this, but, for the most part, municipal or county structures have an interest in what happens at the library. The library budget is usually set by the city or county and influences what the library does with its money. The few cases in which this is not true occur where the library is independent of the city or county and has its own taxing district. Whenever such a library wants an increase, it is on its own and must go before the taxpayers to get a millage increase on property taxes. There are advantages and disadvantages to both types of library infrastructure connections; it depends on how the director would prefer to deal with stakeholders and the community. When the library is an independent taxing agency, the library management may determine there is a need for an increase in funding. The library director and the board would need to place a tax bond on the ballot for the voting public to determine.

      EXTERNAL STAKEHOLDERS

      The external stakeholders consist of the people outside the internal workings of the academic and public libraries. The city, village, and county are considered part of the internal workings of the public library. The administration of the university is considered part of the internal workings for the academic library. It is interesting to see that some stakeholders can be internal for one type of library and external for another type of library. So this section of the chapter will see a mix of types of libraries.

      Businesses of all types can be patrons to either public or academic libraries. Small businesses use public libraries to access business information about their competitors and for general business purposes. Some businesses will contract with graduate business schools and have a particular class do some analysis for them. That class then will need to use the academic or public library to access information about their business competitors and industries. The amount of information available through databases, the Internet, indexes, and directories on business is staggering if someone knows what to look for. If the business is private, less information is available, but some can be found; again, knowing what to look for and where to look for it are the keys to finding business information. Librarians are trained to find information of all kinds. If one has taken a business information class, there are many sources that can be tapped to find information for businesses of all sizes and shapes.

      Nonprofit organizations, such as churches, are great partners with libraries for disseminating information that the community needs to know. For instance, if a particular immigrant group that goes to a certain church needs information about federal and state assistance, getting that information to the church will get it to the group. Socioeconomic information in particular is usually helpful to churches working with federal and state assistance programs that can help the needy. Also, the public library can partner with churches, synagogues, temples, and the like to work on food drives, coat drives, and other types of support over the holidays.

      Other charitable organizations in the community (Kiwanis, Lions, Rotary, Jaycees, etc.) will be stakeholders for the public library but can also be stakeholders for the academic library. Some members of the library’s management team may belong to a charitable organization so that the library is represented. It is not uncommon for the director to be a member of the Rotary; a department head, the Kiwanis; the assistant director, the Lions, and so on. This way the library has broad representation, and when the different charitable organizations have events, the library can be represented. The other advantage of having the library represented in the different charitable organizations is that the organizations’ other members will know what is going on at the library and can share that information with their families, businesses, and friends. This is another way to market the library.

      The general community is an external stakeholder for both the academic and the public library. Getting information to the public about the different programming choices and services that the library has is important. If the public does not know about the programming and services, how can they use them? Most of the parents know about storytimes, but adult book talks, computer classes, helping folks learn how to find jobs, and other types of classes may not be as well publicized as programs for the children. Library managers commonly believe that their community intuitively knows what is going on in their library. That is not true. Like any other type of organization or business, the library—no matter the type (academic, public, or special)—needs to market its events and programming. Even the summer reading program that the children and youth are involved in needs to be marketed to the community because there may be new community members who may not realize the program is available.

      An academic library also needs to market its services and programs to its community, especially when the new school year begins in the fall. If the patrons are not aware of the events, programs, and services the library provides, how can the students take advantage of them? As mentioned in chapter 11, marketing and advertising in more than one channel is necessary to get in front of all potential patrons.

      Although the Friends of the Library and the foundation have been covered as internal stakeholders, donors are an external stakeholder group that both the academic and the public library need to cultivate. Many people who have gone to the library all their lives could decide to leave money from their estates to the public library or their university library. One public library that I visited was left $1.25 million by a community member. Every library dean and director should consider cultivating donors so that if money is short, there are other ways to pay for programming and services. People who leave money in their wills sometimes leave money for very specific purposes. It is always best if they do not, but if they do, perhaps you have an idea what they can choose. Also, small yearly donations are not a bad idea. Such donations are tax deductible if given to the Friends or the foundation and can help the library in a small way. It is important to remember that libraries are not charities and that donations to them are not always tax deductible.

      Faculty from public or private K–12 schools may visit the public library to supplement the books available in their school library, both fiction and nonfiction. The faculty may also warn the children’s librarians when a project is coming up. This advance notice will be a heads-up that a group of kids will be coming to the library for information about a specific topic, such as the history and geography of Mexico, the states, science fair projects, and so on. This heads-up can save the children’s department from letting a single individual check out all the books on the subject. Also, assisting the teachers from the local schools can let everyone know what’s going on in the curriculum.

      Another aspect of K–12 assistance involves homeschoolers. Parents who homeschool their kids will need assistance from the children’s librarians about nonfiction and fiction to support the curriculum they are teaching. The parents may have very specific ideas about what they do and do not want, so try to be patient with them. The parents who homeschool are still patrons, albeit a very specialized group. The parents may make specific requests for books and textbooks. If possible, the library should try to accommodate them.

      The federal government is an external stakeholder for the public library and for some academic libraries if they are in an area where there are no public libraries. How? The federal government has started to direct its customers to public libraries in order to get forms off the Internet. These forms are government forms on federal websites. For instance, the IRS is no longer mailing tax forms to public libraries but expects the libraries to pull the 1040s off the IRS website for the public. Many times the patrons who come in may or may not know exactly what they want. These patrons are not usually well versed about computers, government information, or the Internet (Velasquez, 2010).

      The Internet is an external stakeholder because most public, special, and academic libraries have websites. Not only do these libraries have websites but they also use Twitter, Facebook, and other Web 2.0 tools to access the Internet and the World Wide Web to publicize the library and events. With the advent of technology that has exploded in the past 25 years, libraries have been using the Internet to get their message out. Their users also use the Internet to access the databases and catalogs when not in the library.

      The mass media are external stakeholders to all types of libraries. Anything that happens, whether positive or negative, at a public or academic library will end up in newspapers, journals, blogs, wikis, or other outlets. When budget cuts happen in public libraries, the news media cover the story, and many newspapers now have blogs on which readers will comment. This new aspect of the media makes a more immediate impact because the library will get not only the newspaper’s or journal’s take on what is happening but also the community’s input.

      Patrons are external stakeholders because they come from outside the library or institution. For children, the first distinction of a public library is that it cannot act in loco parentis. A minor child in a library is the responsibility of a parent or guardian, not the staff. Many parents may see the library as a place to drop off the kids—the library and the staff, however, are not babysitters. Having a policy in place regarding minor children in the public library can alleviate this situation. The Internet and children are the other part of the stakeholder relationship that can be dicey. Make sure staff know the state’s laws about the Internet and children because there may be age requirements. In one state, parents have to sign for children up to 19 years old to use the Internet in libraries. Whether computers in the children’s area are connected to the Internet is up to each individual library. Filtering becomes the next issue if the computers are connected. If the computers are connected to the Internet with no filtering, does the public library have a policy that parents have signed regarding permission for their children to use unfiltered computers? If the computers are in the children’s area and are not connected to the Internet, there are no real issues to worry about. Just make sure the software on them is age appropriate.

      Adults and computers in the public library are another topic that needs to be discussed. Filtering is an issue. If the computers are filtered, does the library choose to remove the filters if asked to? Again, having a policy in place will easily solve this situation. If the library receives any federal funding, the library must filter (see chapter 15, “Ethics and Confidentiality,” for a longer conversation on this subject). The short answer is that, according to the Children’s Internet Protection Act (CIPA), if the library receives any federal funding (e.g., E-rate, ESEA Title III, or LSTA), CIPA mandates filters on all library computers, including those of the staff.

      If no federal funding is received, the filtering issue is a choice for the library. In libraries that receive state funding, be aware of whether your state requires your library to filter based on state funding mandates, which are called Son of CIPA laws. Assume for a moment that there is no requirement to filter and that the filtering issue is a choice the management can make for the library. Whichever decision is made, be sure to have a policy that spells it out for the stakeholders. Also have a policy stating what to do in the event that porn is watched in the library. According to the First Amendment, porn is not against the law unless it is child pornography. At times it gets pretty ugly when the media decide to go into a library and see what everyone is looking at on their screens. Having a policy in place for the Internet and any other eventual problems can help manage the situation. Make sure an attorney looks at your policy and says the wording is okay.

      In academic libraries the majority of the patrons will be over age 18; however, some who come in will be under 18. For example, some high school students may want to do their homework with more high-powered databases or were told to go to a college library for some reason. Be prepared to have some younger patrons (under 18, but probably high school or middle school age) in the academic library and have a plan on how to deal with minors.

      A unique stakeholder group is people who do not go to the public library. Many times individuals in this group actually support the library as taxpayers but have not been in a library since they were kids. Perhaps they are too busy or they have no reason to go. This group is one that we should cultivate to go back to the library, or, at the very least, we should continue to inform them about the significance and usefulness of the library. We cannot afford to discount or dismiss nonusers.

      Private and public schools are users of public libraries. Students will come in and do their homework. Public libraries provide homework help for the students of K–12 schools. It is important to have someone who is a liaison to all schools (private and public) in the area and knows what is going on during different times of the year. The other group of schools that should be cultivated is the preschools. Many times preschools can either visit the library for storytime or storytime can go to the preschool. By getting the younger kids involved in the library now, we can get them as library users as they get older.

      Senior centers, assisted living facilities, rest homes, and senior citizens are another unique group of patrons. Our patrons who are over a certain age (usually 65) may have different needs than our usual adult patrons (age 18–64) and the kids in our libraries. They are also a group with a significant amount of free time and one of the more consistent voting blocs. In other words, they can wield power in their communities. Senior citizens may need large-print books and may not be as comfortable with technology. Large-print books are easy—make sure to order some for your patrons. Technology is a little more difficult. Many senior citizens are not always comfortable using the online public access catalog (OPAC) and wish for the days of the card catalog. Be patient with seniors and be willing to assist them with their searches of the catalogs and other technologies that are now in the library.

      The state legislature is a stakeholder of some public and publicly funded academic libraries. The state legislature provides funding for libraries through budget appropriations. Some states do not appropriate any money for public libraries at all. The funds are paid to the state through income taxes in some states and sales taxes in others. The state can cut the funding or increase it according to the budgetary environment of the day. The different houses of the state legislatures in 49 states and the unicameral house in Nebraska can determine the funding levels and whether or not there is a climate for funding public libraries. The best advice is to build rapport with the local state representatives where the library is located.

      Academic libraries, on the other hand, are typically funded as part of the overall budgetary line item given to the state university or college they are attached to. For instance, the Curators of the University of Missouri have each campus president turn in a budget and then the Curators will ask for a certain amount from the legislature. The legislature will fund the university campuses at a certain level, and the rest of the money comes from tuition and fees paid by the students. The university or college may also apply for grant money for different organizations and foundations to supplement the budget, but it is typically very specifically determined where the grant funding will go.

      The federal government is a stakeholder because it funds approximately 1 percent of all libraries through Library Services and Technology Act (LSTA) grants, E-rate, and Elementary and Secondary Education Act (ESEA) Title III monies. The LSTA grants are administered by the Institute of Museum and Library Services (IMLS) through state libraries and then down through public and academic libraries. ESEA Title III money is administered through the Department of Education to school libraries. Individual public libraries apply to the Federal Communications Commission (FCC) for E-rate funds.

      Taxpayers are stakeholders in the library, no matter the type. There will be members of the public who will not be pleased that a specific piece of material has been purchased and will say that they are upset with the way their tax dollars have been spent. The idea that tax dollars have been spent in a tangible, visible way can sometimes make someone who is not really a supporter of the library a problem child. The best way to deal with someone like this is to turn the negative into a positive. There are thousands of materials in the library, and there must be something the person likes.

      CONCLUSION

      The internal and external stakeholders of libraries are a wide and varied group. Many of them are just normal patrons whom librarians and staff see daily and are a pleasure to work with and serve. Stakeholders are the folks who make it possible for the library to exist in all the varied ways—financially, materially, supervisory, administratively. Not all of them will be great to work with all the time. This is just like everything else: smile and they will wonder what you are up to.

      
        Case Study

        The community paper has been reporting that the local library has been purchasing foreign-language materials and allowing them to be checked out. As well as materials, programming has been marketed that targets this group. Certain residents of your town are outraged that the public library is cultivating these foreigners in the library and using taxpayer money to do it. This is a small, rural community, and some residents feel that providing foreign-language materials is a waste of money because these foreigners should learn the language of the country they live in rather than be catered to by having materials in their language.

        The director needs to cool down everyone’s temper and calm down the constituency. What are some ways this can be accomplished without getting members of the community more upset? Come up with a plan for a positive spin on what is going on at the library. How should this situation be handled?
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      CHAPTER 15

      Ethics and Confidentiality

      Diane L. Velasquez

      The idea that we have to even discuss ethics and confidentiality is sad. Events in corporate America, with companies such as Enron, WorldCom, and others deciding that ethics are flexible, have made talking about ethics mandatory. Some graduate library and information schools have an ethics course that students can take, although the focus is generally on information ethics. However, when working with people, ethics should form the basis of decision making regarding policy and actions. If each of you reading this chapter can imagine for a moment a measuring ruler in front of you in a horizontal position with high marks on one side and low on the other, that is how ethics can be measured. Everyone has a point at which their ethics can be for sale. Some of us have extremely high ethics and will not compromise on what we consider our principles of what is right. Others have low ethics and would sell their mother for a quarter. The rest are somewhere in the middle. None of these are bad positions; this is just how the world works and how the world has worked for millennia.

      DEFINITIONS

      Before the chapter gets too far, let’s define some terms so we are all on the same page.

      
        	Ethics: According to the Oxford Dictionary, the word ethic means “relating to moral principles” (Ethic, 2018). A definition of ethics is “the science of morals; the department of study concerned with the principles of human duty” (Ethics, 2018).

        	Integrity: “The condition of having no part or element taken away or wanting; undivided or unbroken state; material wholeness, completeness, entirety. The condition of not being marred or violated; unimpaired or uncorrupted; condition perfect state; soundness” (Integrity, 2018).

        	Confide: Although the chapter discusses confidentiality, the root word is confide. The definition of confide is “to have trust or have faith; to have confidence; to be assured or confident” (Confide, 2018). The interesting thing is that in all the definitions of confide, confident is included.

        	Value: “Worth based on esteem; quality viewed in terms of importance, usefulness, desirability, etc.” (Value, 2018).

      

      ETHICS

      Ethics are the basis of our governments, organizations, schools, and businesses that are part of the societal fabric of our everyday lives. As mentioned, everyone has a different definition of personal ethics as measured on a high to low scale, as if there were a horizontal measuring stick in front of them, and everything in between. There are people with flexible ethics, which is defined as ethics that change as the situation changes. Flexible ethics can also be considered situational ethics. Depending on the standpoint, none of these are good or bad; it all hinges on how the person viewing the situation sees the variables and the outcome.

      Code of Ethics of the American Library Association

      In the library world, ethics are considered to be based on a certain code of ethics that has been around for a long time. Most libraries use the Code of Ethics of the American Library Association (ALA) as a starting point. The ALA Code of Ethics has been in use since 1939 and has been revised three times over the past 80-plus years. The ALA Code of Ethics is an optional doctrine that libraries can choose to adopt. Most libraries do choose to use it as the basis on which the library will operate because it discusses providing service to patrons, how librarians and staff will treat one another, privacy rights of patrons, intellectual property rights, and some other commonsense items. The first thing all of us have to understand is that not everyone has common sense. Setting out a basic code of ethics is a necessary first step to making sure we treat one another with integrity and ethics.

      We also need to treat our patrons and coworkers well. Parking our personal opinions at the door is necessary to make sure that we do not influence what happens in the workplace with our personal agendas. Everyone has an opinion about what is going on in the world. At work, we need to moderate that opinion, keep our mouths shut, and do our jobs. Discussing the current political situation in our country, our religious opinion, or anything else is just not appropriate in the workplace, even if someone asks us. If you are having drinks in some bar after work hours, have at it, and have a great discussion about what you feel the ills of the world are and how you think they can be fixed.

      Other Codes of Ethics

      ALA is not the only library association that has a code of ethics. Many of the other specialized library groups do as well. I am talking about the groups that tend to work in the special libraries particularly. So I am going to mention the ones that do have a code of ethics or ethical guidelines that are available on their websites that can be accessed.

      I have included one from Australia, which is the biggest association—the Australian Library and Information Association (ALIA, 2007, 2014). I have also included the International Federation of Library Associations and Institutions (IFLA, 2012), which many of the other national associations belong to.

      
        	1. American Library Association—ala.org

        	2. Australian Library and Information Association—alia.org.au

        	3. International Federation of Library Associations and Institutions—ifla.org

        	4. Medical Library Association—mlanet.org

        	5. Special Libraries Association (professional ethics)—sla.org

        	6. Society of American Archivists—archivists.org

      

      Most of the codes of ethics are very similar to the ALA code but incorporate the specifics of particular practices. Again, the codes of ethics of the various special library associations are regarded by the librarians as something they want to work under because they know these codes are part and parcel of the association.

      CHILDREN’S INTERNET PROTECTION ACT (CIPA)

      The Children’s Internet Protection Act (CIPA) was signed into law by President Clinton on December 21, 2000, as part of a spending package for fiscal year 2001. CIPA requires public schools and public libraries that receive discounted telecommunications services under the E-rate plan, the Library Services and Technology Act (LSTA), or Title III of the Elementary and Secondary Education Act (ESEA) to block or filter Internet access to visual depictions that are obscene, contain child pornography, or are harmful to minors. CIPA requires libraries to provide reasonable public notice and to hold at least one public hearing or meeting to address these Internet safety issues (Jaeger & Yan, 2009). In essence, any library or school that receives federal monies under these programs can lose its funding if it does not place filters on its computers.

      The filters may be disabled for adults who are conducting research if they ask library or school staff to do so. As far as libraries are concerned, not all libraries choose to filter computers, so they decide to go without the E-rate monies. Some of the larger libraries, such as San Francisco Public Library, Chicago Public Library, and New York Public Library, do not participate in E-rate. For libraries that depend on the E-rate monies, filtering is mandatory because the U.S. Supreme Court has upheld CIPA. For public libraries, which cater to both adults and children, this mandate can be a hassle. In their interpretation of the act, the Supreme Court justices stated that librarians can easily disable the filter for adult patrons. While in graduate school, I wrote a paper that included an interview of a local library director who stated that her library did not receive E-rate and, therefore, none of the computers had filters because it was not productive to have staff constantly installing and removing filters. The filtering mandate includes all staff and patron computers. Libraries can also choose not to disable the filters for adult patrons. Disabling filters is the option of the library and may even be determined through a policy set by the public library board.

      CIPA Filtering Requirements

      When the U.S. Supreme Court upheld the Children’s Internet Protection Act (CIPA), the implications meant that school and public libraries that applied for E-rate through the Federal Communications Commission (FCC) would need to filter all computers in their libraries. Although E-rate is handled through the FCC, other agencies and departments are also involved, depending on where the money for schools and libraries was disbursed from. The following lists explain which departments or agencies handle the different aspects of CIPA and Internet filtering.

      E-Rate

      
        	• All E-rate applications are handled through the Federal Communications Commission (FCC).

        	• Filtering is not needed if the library has plain old telephone service (POTS) or other telecommunications infrastructure.

        	• Schools and libraries that receive E-rate for Internet services must adopt an Internet safety policy that includes a technology protection measure, which limits Internet access by both adults and minors by filtering the content provided by the Internet Service Provider (ISP; CFR 47 § 54.520).

      

      Library Services and Technology Act (LSTA)

      
        	• The provisions of the act are managed through the Institute of Museum and Library Services (IMLS, n.d.a, n.d.b).

        	• State libraries request money for their state’s programs.
          
            	◦ State profiles: https://​www.imls.gov/​grants/​grants-state/​state-profiles

            	◦ State allotments 2014–2018: https://​www.imls.gov/​grants/​grants-state/​state-allotments

          

        

        	• Each state submits a five-year plan to IMLS detailing what the money will be spent on and must comply with CIPA as one of the provisions (https://​www.imls.gov/​grants/​grants-state/​five-year-plans).

        	• All computers in the library must be filtered. (All means every computer in the library, including staff computers, patron accessible computers, laptops the library may own, and so forth. In other words, all means every single computer the library owns.)

      

      Title III of the Elementary and Secondary Education Act (ESEA)

      
        	• The act affects PK–12 (prekindergarten through 12th grade) schools.

        	• Any funds given through this act to a PK–12 school obligate the school to filter all computers even if adults use them.

        	• Most school districts filter as a matter of course.

      

      CIPA was challenged in the Third Circuit of the Eastern District of Pennsylvania as violating patrons’ First Amendment rights in the case entitled United States v. American Library Association. The three-judge panel wrote that “we are constrained to conclude that the library plaintiffs must prevail in their contention that CIPA requires them to violate the First Amendment rights of their patrons, and accordingly is facially invalid”; the panel ruled Sections 1712(a)(2) and 1721(b) of the Children’s Internet Protection Act to be facially invalid under the First Amendment and permanently enjoined the government from enforcing those provisions. The U.S. Supreme Court, however, in a 6–3 decision, overruled the Third Circuit decision, holding that Congress does have the authority to require libraries to censor Internet content in order to receive federal funding.

      State Internet Filtering Laws

      Twenty-nine states have passed legislation on Internet filtering that applies to publicly funded libraries or schools. According to the National Conference of State Legislatures (NCSL), these laws “require school boards/districts or public libraries to adopt Internet use policies to prevent minors [ages 0–17] from gaining access to sexually explicit, obscene, or harmful materials” (Greenberg, 2016). Depending on the state, the law can require that the school or public library install filtering software on the computers (table 15.1).

      TABLE 15.1 State laws related to children and the Internet

      
        
          
            	
               

            
            	
               

            
            	APPLIES TO
          

          
            	STATE
            	CITATION
            	SCHOOLS
            	LIBRARIES
          

        
        
          
            	
              Arizona

            
            	
              AZ Rev. Stat. Ann. § 34-501 to -502

            
            	
              X

            
            	
              X

            
          

          
            	
              Arkansas

            
            	
              AK Code § 6-21-107, §13-2-103

            
            	
              X

            
            	
              X

            
          

          
            	
              California

            
            	
              CA Ed. Code § 18030.5

            
            	
               

            
            	
              X

            
          

          
            	
              Colorado

            
            	
              CO Rev. Stat. § 24-90-401 to 404; § 24-90-603; § 22-87-101 to 107

            
            	
              X

            
            	
              X

            
          

          
            	
              Delaware

            
            	
              DE Code Title 29 § 6601C-6607C

            
            	
               

            
            	
              X

            
          

          
            	
              Georgia

            
            	
              GA Code § 20-2-324, §20-5-5

            
            	
              X

            
            	
              X

            
          

          
            	
              Idaho

            
            	
              ID Code §§ 33-132, 33-2741

            
            	
              X

            
            	
              X

            
          

          
            	
              Indiana

            
            	
              IN Code § 36-12-1-12

            
            	
               

            
            	
              X

            
          

          
            	
              Iowa

            
            	
              IA Code § 256.57(7)

            
            	
               

            
            	
              X

            
          

          
            	
              Kansas

            
            	
              KS Stat. § 75-2589

            
            	
              X

            
            	
              X

            
          

          
            	
              Kentucky

            
            	
              KY Rev. Stat. § 155.675

            
            	
              X

            
            	
              X

            
          

          
            	
              Louisiana

            
            	
              LA Rev. Stat. Ann. § 17:100.7; § 51:1426

            
            	
              X

            
            	
               

            
          

          
            	
              Maryland

            
            	
              MD Code Art. 23 § 506.1; § 14-3701 et seq.

            
            	
               

            
            	
              X

            
          

          
            	
              Massachusetts

            
            	
              MA Gen. Laws 71 § 93

            
            	
              X

            
            	
               

            
          

          
            	
              Michigan

            
            	
              MI Comp. Laws § 397.602, § 397.606

            
            	
               

            
            	
              X

            
          

          
            	
              Minnesota

            
            	
              MN Stat. § 134.5

            
            	
               

            
            	
              X

            
          

          
            	
              Missouri

            
            	
              MO Rev. Stat. §§ 182.825, 182.827

            
            	
              X

            
            	
              X

            
          

          
            	
              New Hampshire

            
            	
              NH Rev. Stat. Ann. § 194:3-d

            
            	
              X

            
            	
               

            
          

          
            	
              New York

            
            	
              NY Ed. Law § 260(12)

            
            	
               

            
            	
              X

            
          

          
            	
              Ohio

            
            	
              ORC § 3314.21

            
            	
              X

            
            	
               

            
          

          
            	
              Pennsylvania

            
            	
              24 PS § 4604 to 24 PS § 4612

            
            	
              X

            
            	
              X

            
          

          
            	
              Rhode Island

            
            	
              RI Gen. Laws § 16-21.6-1 (2016 S.B. 2172/H.B. 7583)

            
            	
              X

            
            	
               

            
          

          
            	
              South Carolina

            
            	
              SC Code Ann. § 10-1-205 to -206

            
            	
              X

            
            	
               

            
          

          
            	
              South Dakota

            
            	
              SD Codified Laws Ann. §§ 22-24-55, -56, -57, -58, -59

            
            	
              X

            
            	
               

            
          

          
            	
              Tennessee

            
            	
              TN Code § 49-1-221

            
            	
              X

            
            	
               

            
          

          
            	
              Texas

            
            	
              TX Bus. & Comm. Code §§ 35.101 to 35.103

            
            	
              X

            
            	
               

            
          

          
            	
              Utah

            
            	
              UT Code Ann. § 9-7-215, 53A-3-422, 52A-1-706, 53A-1a-511, § 76-10-1231

            
            	
              X

            
            	
              X

            
          

          
            	
              Virginia

            
            	
              VA Code § 22-1-70.2, § 42.1-36.1

            
            	
              X

            
            	
              X

            
          

        
      

      SOURCE: Greenberg (2016).

      The laws are not always well written. One thing to consider is that what is “harmful to a minor” or “obscene” can be in the eye of the beholder. The term child pornography is very clear, as is pornography. I looked at one law that just referred to child pornography and did not include the word pornography. Depending on how well written the law is, the library or school may have a way to argue about how to interpret the law. Interpretation can also be open to discussion and depend on the eye of the beholder.

      For example, let’s say that a class is assigned to look up information regarding a health issue and that one child chooses to look up breast cancer. This search may be blocked because of the word breast. What is blocked is determined by the company writing the filter, and companies may choose not to disclose how they write their code. The way the code is written is considered proprietary information. It is incumbent upon the library director and the IT staff to make sure that everyone understands how the filtering software works or does not work.

      USA PATRIOT ACT

      
        Those who would give up essential Liberty, to purchase a little temporary Safety, deserve neither Liberty nor Safety.

        —Benjamin Franklin, as cited in Platt, 1989, #1056

      

      The Uniting and Strengthening America by Providing Appropriate Tools Required to Intercept and Obstruct Terrorism Act of 2001 (USA PATRIOT Act; Public Law 107–56) was passed less than a month after the al-Qa’ida attacks on the World Trade Center in New York City and the Pentagon in Washington, DC. This comprehensive law enforcement act was passed in order to deal with spiraling issues of terrorism occurring on American soil. The act, depending on one’s viewpoint, changed our civil liberties and put into law certain intrusions that can now occur in our daily lives with little or no notice. The act was passed in the House of Representatives by a vote of 357–66 and in the Senate, 98–1 (Essex, 2004, p. 333). None of the Congress members who voted on the USA PATRIOT Act read the act. Section 215 of the USA PATRIOT Act contains provisions that apply to libraries. These provisions give “federal investigators greater authority to examine all book and computer records at libraries—without demonstrating any suspicion that their targets are involved in espionage or terrorism” (“Silenced” as cited in Hamilton, 2004, p. 201).

      This means that federal investigators can come into a library at any time and, without getting a subpoena, ask for patron records showing what a person has checked out or who has used the computer. The librarian who is asked for this information cannot speak about it to anyone or will be in violation of the USA PATRIOT Act. The act does not allow librarians or others who provide information under Section 215 to talk about the information they may give to law enforcement agencies. This provision has been amended slightly, as will be discussed later in this chapter.

      Many librarians oppose enforcing the USA PATRIOT Act. After the law was enacted, many libraries around the country decided to post signs and placards letting patrons know that this act could put them at risk when borrowing a book or signing up to use a computer. As an example, in the Santa Cruz (California) Public Library, a shredder was placed at the circulation desk so that all sign-up lists could be shredded daily. It should be noted that not all librarians are against the act. Many feel that it should be enforced vigorously. As with any political question before our country, there are those on both sides of the question.

      What do librarians need to know? Under Section 215 of the USA PATRIOT Improvement and Reauthorization Act of 2005, the FBI and other law enforcement officials can get secret warrants to obtain business recordings, including records for libraries and databases. Other portions of the act allow for issuance of National Security Letters (NSLs). These documents are issued without a warrant for all types of businesses (for profit and not for profit). Businesses are required to provide any information requested to government investigators. Supposedly one NSL has been issued to a library organization (this is hearsay). Law enforcement personnel can even take CPUs or hard drives away to see what has been accessed through the Internet by everybody who has used the computer.

      Section 215 of the USA PATRIOT Improvement and Reauthorization Act of 2005 had a sunset provision of June 1, 2015, which then was amended by the 112th Congress on May 26, 2011, in the PATRIOT Sunsets Extension Act of 2011. Warrants issued under Section 215 must be given out by the Foreign Intelligence Surveillance Court (FISC). The FISC is made up of seven federal justices who serve seven-year terms on a rotating basis. All actions of this court are kept secret. The warrants issued must be approved by the FBI director or the director’s designee. One major change is that if served a warrant by the FISC, you can consult an attorney and may challenge the warrant. Secret warrants have been challenged and proved to be unconstitutional as violating the First and Fourth Amendments of the Constitution. However, the FISC is still in operation, and although it is more likely that the FBI would go after someone’s cell phone or Internet records, the agency still could be interested in someone’s records at the public library or what was searched for on a public access computer.

      Section 206, relating to roving wiretaps and the lone wolf provision of the USA PATRIOT Act, also had a sunset date of June 1, 2015. The day before the sunset date, on May 31, 2015, Congress passed the Uniting and Strengthening America by Fulfilling Rights and Ensuring Effective Discipline over Monitoring Act of 2015 (USA FREEDOM Act of 2015). The sunset provisions of Sections 215 and 206 were extended to December 15, 2019, within another law. The rest of the act is now the law of the land.

      How should a library deal with the USA PATRIOT Act?

      
        	• Have a policy in place regarding patron and employee information; make sure an attorney has looked at the policy and said that it is within the law.

        	• Make sure that law enforcement officials have a subpoena or a warrant.

        	• Do not assume that law enforcement officials are in the right.

        	• Remember that libraries have the right to disseminate information freely and confidentially.

        	• Make sure your ILS system deletes records entirely if your library system does not want to have to produce electronic records that would be cumbersome to procure.

        	• Be aware of our country’s political environment.

        	• Attend conferences and informational sessions.

        	• Be aware of your state’s confidentiality laws.

        	• Prepare handouts for patrons.

        	• Discuss with your board, provost, or president as well as an attorney how you will proceed if given a warrant or subpoena.

        	• Train all staff.

        	• Have a current collection of political event books.

        	• Be ready for the press.

      

      LIBRARY BILL OF RIGHTS

      ALA’s Library Bill of Rights sets out six statements that were adopted in January 1980 and reaffirmed with the inclusion of one word in January 1996. Many public and academic libraries follow the strictures verbatim. Special libraries are a different case because they can be within a corporate (for-profit) environment, and blindly following ALA’s Library Bill of Rights may need to be approved by the board of directors or a vice president. For this section of the chapter, the discussion will focus on public and academic libraries.

      ALA’s Library Bill of Rights works in tandem in many ways with ALA’s Code of Ethics. The two documents are complementary, and when looking at the two documents, it is evident they should be used together. Statement III of the Code of Ethics says, “We protect each library user’s right to privacy and confidentiality with respect to information sought or received and resources consulted, borrowed, acquired or transmitted” (ALA, 2008). This statement works directly with Statement V of the Library Bill of Rights: “A person’s right to use a library should not be denied or abridged because of origin, age, background, or views” (ALA, 1996). In essence the two statements affirm that all users or patrons should have a right to privacy and confidentiality regardless of origin, age, background, or views.

      I agree with these statements; however, they could be problematic for parents of minor children who want to know what their kids are checking out. As librarians we can tell parents that we cannot inform them because their children are entitled to the right to privacy just like everyone else. To make sure their kids are not going outside lines that the parents have determined, Preer (2008) discusses a way some libraries have approached the situation:

      
        Some libraries offer family borrowing cards or, at the request of the parents, limit borrowing to certain portions of the collection. In essence, the parents have waived their children’s right to privacy. The presumptive protection of privacy stays in place, while parents achieve the desired result for their own family. Thus, a policy that requires family borrowing cards or parental permission for children to access the entire collection is an inappropriate approach which dishonors the obligation to protect confidentiality. Requiring families to opt out of privacy protection, rather than asking them to opt in, is the ethical approach to confidentiality, service, and access. (p. 194)

      

      Adopting the Library Bill of Rights is up to the director or dean and the board of trustees or other management oversight. The management team needs to make sure that they are able to live up to the strictures within it and are able to defend the Library Bill of Rights if necessary.

      ETHICAL DECISION MAKING

      The previous discussion focused on ideas that have been set out by ALA, other associations (such as the Special Libraries Association or the Medical Library Association), Congress, or some other body. These codes of ethics or laws are predicated on the idea that someone or a group of people felt strongly about the values or integrity of an institution and how that institution should act. Many times a manager, director, or dean will need to make a decision about something for which there is no set policy that will assist in the decision-making process.

      A good example, as mentioned earlier, is the shenanigans perpetrated by Enron. Enron bought and sold shares that created an artificial increase in the cost of electricity. Enron also bought and sold broadband bandwidth that did not exist—there were people in the company who created a market that did not exist. They were buying and selling something that truly did not exist, and eventually the house of cards crashed. Many of the people who worked at Enron had all their pension funds in Enron stock, so when the market crashed, their pension funds were worth zero. This lesson is one that many people working for a company learn the hard way—do not put all your financial eggs in one basket but diversify. The only people who got out from under were the people at the top of the company. Was this ethical? No, it is what the Securities and Exchange Commission (SEC) calls insider trading. The top-level people were selling off their stock before it dropped like a rock because they knew something was going to happen, but when asked in court under oath, all of them denied it.

      Warren Bennis (2003) noted that “a major challenge that all leaders are now facing is an epidemic of corporate malfeasance” (p. 153). Bennis explained that the idea that the short-term, bottom-line mentality of corporations would create leaders with integrity is false. With libraries and information centers, the bottom line is not so much about profit as it is about whether or not the management team has met its budget numbers without going over the limits assigned by the city, county, or university administrators. Libraries have not had the ethical crisis that for-profit companies have had, but whenever someone is managing a budget, there is always the potential for mismanagement or poor judgment about where the dollars are spent.

      Bennis also proclaimed that “knowing oneself” (2003, p. 47) is the key to being a leader of any type of organization. Having integrity and believing that you can do the job ethically are important. When making decisions, be sure you have all the information that is readily available. Sometimes decisions are made with less information than you would like, but that is how the world happens sometimes. Do the best that can be done.

      Running a business today is not easy. Running a library or information center is not easy. No matter the number of people reporting to the dean or director, 10 to 20 percent of your people will be problem children at any one time. Deal with them as you would like to be dealt with—with integrity and respect. I always think about this when something happens: what goes around, comes around. I have been around long enough to see it in action: when someone does something mean-spirited to somebody, it always comes back to the perpetrator. I may not be around to see it, but it always comes back. Do not talk behind people’s backs and do not gossip—no good ever comes of it.

      CENSORSHIP AND COLLECTION MANAGEMENT

      Censorship of the library collection is really not a topic for a management textbook; however, many patrons will feel that management should address the books, e-books, databases, DVDs, CDs, and other tangible items in the collection. Censorship is not the purview of the librarians in acquisitions. When choosing material for the library, follow the collection management policy of the library. If there is not a collection management policy, there should be one, so make sure your library has one.

      Another policy to have should spell out what to do with books and other items that patrons donate. Make sure the book donation policy states that all materials coming into the collection must follow the collection development policy. If the materials do not follow the collection development policy, there should be caveats that the materials can then be sold or donated to another organization. This way donors know that you valued what they gave you but could not use it. Also put in the policy what you will not accept, such as National Geographic magazines and anything else you do not need or want.

      Last, there should be a written policy on how to handle book, e-book, DVD, and CD challenges. There should be a form that the person who is challenging the item fills out. The person challenging an item should have read it, listened to it (CD), or viewed it (DVD) because if the challenger has not, the issue becomes moot. How can the person know what is in the challenged item if the individual has not read, heard, or viewed the material? It is all hearsay. Provide a timely response to all challenges. One of the best books on this subject is James LaRue’s The New Inquisition: Understanding and Managing Intellectual Freedom Challenges (2007). LaRue sets out the challenges a library director faces and how to handle them without getting off track.

      CONFIDENTIALITY

      There are many aspects to confidentiality in libraries. The main one is that patrons and their transactions are confidential. As has been seen with the USA PATRIOT Act, there have been attempts through federal legislation to change what is and what is not private in regard to personal records that we consider confidential. Under the USA PATRIOT Act, the government has made definite inroads into what can be breached without our knowledge, including our medical, financial, library, and other personal records, with minimal information by our government (Gorham-Oscilowski & Jaeger, 2008; Preer, 2008).

      This portion of the chapter, however, will leave the USA PATRIOT Act behind and look at confidentiality from a management point of view. Being a director or dean of a library means being responsible for information that no one else in the library may know about or that only one or two people in the library may have access to. I am talking about personnel files, donors’ financial information, and general business information. Many times the library environment, depending on the size of the organization, can appear to be like a family, but, as in many families, there need to be secrets. Some information is just no one’s business except for the director or dean and the employee in question. That is the topic we will be discussing next.

      Confidentiality and Human Resources

      Employees come and go through an organization. The official term is turnover. The actual turnover is never as clean as that but may go through iterations in which someone is written up for an infraction and put on a disciplinary program. This is a confidential process between the employee and her manager. The director or dean in most cases will know as well. Depending on the hierarchy of the organization, there may be a department head and manager along with a dean or director who will know what is going on. Keeping this information, the details of it, confidential is necessary so that the employee has the ability to do her job without everyone stirring up the gossip mill with “guess what happened to Sally Smith.” To paraphrase a popular commercial, what happens between an employee and her manager regarding discipline stays with them in that office.

      When I was working in corporate America about 25 years ago, I temped as an executive assistant to a president of a divisional office. There was a leak in his office because whenever human resources actions were about to happen, they always got out. As it happened, his assistant went on maternity leave; I took over for her, and the leaks stopped. The leaks were occurring through his assistant. People would find out that somebody was being fired or let go, and this news would spread like wildfire through the office. This is not information that anyone should be sharing, let alone the president’s assistant. Needless to say, when she came back from maternity leave, her job had changed drastically because of the leaks.

      All personnel matters need to be confidential so that no one is aware of what is going on with the situation. Personnel information is the type of gossip that will get out on the gossip mills and will spread quickly because people tend to be interested in other people’s lives, especially when the details are salacious, juicy, or simply tragic.

      Business Transactions

      Confidentiality of business transactions needs to be honored as well. No one needs to know who has donated money unless the donor chooses to let it be known. Many times people prefer to keep that information to themselves. If the library wants to advertise the information or market it in some way, ask first.

      The other business transactions that need confidentiality have been covered earlier: who is checking out what books, DVDs, CDs, and so forth. That information should stay confidential between the patron and the library. It is no one’s business. As both the ALA Code of Ethics and the Library Bill of Rights state, everyone is entitled to privacy and should not be denied access because of “origin, age, background, or views” (ALA, 1996).

      Payment of fines and any other business transactions that patrons have with the library should be confidential. Patrons’ ability to conduct their business with the library should be treated fairly and with a right to privacy. The confidentiality of our business matters is something we all expect when going about our daily errands.

      Right to Be Left Alone

      Patrons have the right to be left alone when in the library or any public space. Warren and Brandeis (1890) discussed this concept in relation to the advent of technology in the late 19th century and how that technology was creeping into daily life and the news. The technology that Warren and Brandeis were discussing was photography and its inclusion in newspapers. In the early 21st century, a case could be made that, given the Internet and the electronic plethora of smartphones, tablets, Web 2.0, Twitter, Facebook, and the like, it is harder to be left alone because technology is around us more than ever before. There are cameras all around us that take pictures and movies of what is going on. News is instantaneous in the 24/7 world we live in today.

      Warren and Brandeis felt that at their time in history, “the press [was] overstepping in every direction the obvious bounds of propriety and of decency” (1890, p. 196). What would they say about the overexposure of many of the celebrities of today? The ability to be left alone to do our work and know we are doing good work is something all of us at times want. It is not always something that is a reality or can actually occur.

      We owe our patrons the respect to leave them alone if that is what they want when they are in the library.

      
        Case Study

        Heron Public Library has been notified that J. K. Rowling’s books and movies about Harry Potter are being challenged because they involve witchcraft and magic. The patron, Rupert Loomis, who is challenging the books feels that they promote non-Christian ethics and morals and believes that all seven books and eight movies should be removed from the library.

        Rupert Loomis has five children and found that his 8-year-old son, Charles, was reading Harry Potter and the Sorcerer’s Stone. Mr. Loomis picked up the book and started reading it. Mr. Loomis was shocked to find out that it was about magic and witchcraft and included evil events. As a born-again Christian, he felt that the book did not conform to his morals, ethics, and values and should not be in a community library. Mr. Loomis plans to attend the next board of trustees meeting to bring this up.

        As the director of Heron Public Library, how are you going to handle the book challenge that Mr. Loomis is presenting? What questions do you have for Mr. Loomis? As a public library, should the organization be concerned about community standards and the concerns a patron has about the books that are in the collection? What about the movies about Harry Potter? Does it concern you that a widely popular book series and its associated movies are being challenged?
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      CHAPTER 16

      Conflict Negotiation and Mediation

      Lisa K. Hussey

      Conflict is an inherent part of any organization. It is not a good or a bad thing; it simply is part of the human condition. Because organizations are made up of people, conflict is a part of organizational life. The most common problem with conflict is not the failure to prevent it but, rather, the avoidance of or refusal to deal with it. Conflict emerges from any situation that increases tension, which can be as complicated as major changes to an organization or as simple as making a request. It is an irrational process, an important point to consider in conflict mediation and resolution, which will be discussed later in this chapter.

      Conflict can act as a creative force or a destructive force and, depending on the situation, can act as both. Just consider that in order for something new to emerge, something old has to be removed or destroyed. This is part of change, but a part that most find uncomfortable or scary. Conflict results from the tension and fear of losing the old, even when the new is desirable. Good leaders and managers can take the energy from the tension and fear and channel it toward the potential change. Does this always happen, even with the best leaders? No, but the potential is there.

      CONFLICT

      So what causes conflict? To put it simply—tension. Within any organization, there are various levels of tension caused by differences. Regardless of the organization, differences exist among employees’ backgrounds, worldviews, expectations, and skill levels. These differences, while important to effective organizational functioning, create unease, an uncomfortable feeling that individuals get when faced with something they do not recognize or understand. This feeling manifests as tension within the organization. Before I go further, I want to mention that tension, like conflict, is neither good nor bad. It simply is. Tension is a part of organizational life. The more one tries to eliminate the tension, the more the tension will increase. Managers need to recognize that what is important is how the tension manifests itself and how those manifestations are handled.

      Tension also emanates when individuals struggle to balance their individual and group roles. Every employee in an organization deals with two identities: one as an individual and one as a member of the organization. When an individual commits to a group, such as an organization, he must surrender part of his individual identity in order to take on the group’s or organization’s identity. In organization-speak, this is often referred to as loyalty or organizational commitment, or the degree to which employees are expected to conform and how much individuality is encouraged. This balance between individual and group identity creates a tension within, which manifests in the relationship between employees. Take a moment and think about this idea on a personal level. Consider the various groups you are a part of and how that influences your own identity, what it took for you to feel comfortable as part of the group, and how you react when expectations are not met. It all comes down to a balance between how much one retains of oneself as an individual and how much one gives to the group. This is the creation of tension (Smith & Berg, 1997).

      All of this comes down to a simple concept—group life is paradoxical. As with individuals, groups have to maintain a balance between the cohesiveness of the group and the individuality of the members. Being a part of a group involves dealing with contradictory and opposing forces, emotions, and actions. These forces create tensions within the group that can often lead to conflict. However, the paradox is not that these opposites exist; rather, it is that they stem from the same source and are needed to ensure the survival of a group. For example, in order for an organization to grow, diversity of skills and knowledge is important for innovation and the ability to change within a dynamic social setting. Yet, this diversity or these differences can create barriers to understanding and communication, which often leads to conflict. In order to minimize or resolve conflicts, the group must acknowledge that the paradox exists and that the tensions are a part of everyday group life (Smith & Berg, 1997). Otherwise, the members will be stuck in a cycle of trying to relieve the tensions and creating more in the process.

      Many groups or organizations are uncomfortable with the idea of conflict and tension. Rather than embrace both as potentially creative forces, the group or organization will try to reduce or eliminate the tension with the idea that this will prevent conflict. That simply does not work. In fact, it often leads to more conflict because problems never go away, they simmer and build until they erupt. I am always very cynical about an organization that stresses how “happy” everyone is. I just do not believe that is possible because people are not that simple and tension is a part of life. With that in mind, if an organization can accept that tension is part of organizational life and that it has to function with it, it can be productive.

      Let me see if I can explain this a bit better. Groups are made up of individuals, and each individual is unique. Yet within the confines of a group, individuals choose to surrender some part of their individuality in order to become part of the group. Together, the individuals make up the group identity, and the group identity helps to define each individual as a member of the group. Groups are imbued with a variety of emotions, ideas, and actions, which both complement and contradict each other. It is this tension between opposites that provides the opportunity for both success and failure. Success generally requires the willingness to learn about the differences and how they can be used. Failure comes from expecting that difference or diversity does not have an impact or influence on the outcome. How a group deals with the tension will ultimately define how it does or does not grow.

      Group paradoxes exist because of the diversity of people. Groups need differences, but often cannot find an effective way to work within the tension created by the differences. Paradoxes can come from many different sources, including something as simple as the amount of time for lunch or where an employee hangs her jacket. These stem from individual expectations and adaptation to groups, which lead to things like individual ambivalence and splitting, which then create paradoxes that will undermine the work of the group.

      Individual ambivalence occurs when an individual struggles with the concept of being both an individual and a member of the group. At its most basic level, a group involves both belonging and being an individual. The group identity is both dependent on and unique from individual identity. An individual must define the boundary between the self and the group. In other words, how much of an individual’s identity depends on the group, and to what degree does the group’s identity depend on its members? The paradox arises from dealing with the idea of being separate and connected. The individual fights with the fear of losing one’s self and being excluded at the same time. The individual’s struggle has an impact on the group as the person integrates his individual identity into the group identity and the group depends on a level of commitment from the individual. The group dynamic shifts as the individual deals with his ambivalence, which then increases the tension within the group.

      Splitting can be both a productive process and a destructive process. Splitting involves the dividing of a group into subsets. These subgroups can work together toward a common goal or divide the group until it can no longer function. In most organizations, role specialization and subgroup formation are encouraged to improve efficiency. However, these same steps can also create factions and division within the organization. Role specialization can have a positive aspect, such as a leader, or a negative role, such as the scapegoat. Splitting can be used in a positive way to identify the strengths of the group. More often, however, it becomes a divisive and destructive pattern resulting from attempts to remove the tensions created from paradox.

      So, to sum this all up, people are uncomfortable with difference. Difference is needed for innovation and evolution, but it challenges the status quo, or that which is known. As a result, difference creates a tension between individuals, between groups, and within the organization. When tensions are ignored or repressed, the tensions increase until they develop into conflict.

      GROUP DEVELOPMENT

      In any organization, the tensions begin as soon as two or more individuals have to work together. For that reason, it is important to understand the stages of group development and how they also contribute to conflict within an organization. Each stage represents a point at which individuals are finding a way to balance their self as an individual with their self as a group member. This process can be used to describe the formation of a small task force or the integration of new employees into an organization.

      
        	• Forming: In the initial stage of group development, members of a group or an organization are getting to know one another, feeling out the situation, figuring out where each person fits, and finding acceptable common behaviors and standards. Conflict at this stage is mild because most are trying to find ways to fit in. It is at this point that individuals try to get a sense of how much of themselves they should surrender to the larger group and how much they should keep to themselves (Griffin, 2008; Smith & Berg, 1997).

        	• Storming: A lot of conflict happens in this stage as the members of a group start to set up roles for themselves and each other, but the members are not quite sure of each other yet and have not defined expectations. An individual who began as friendly may suddenly become more reserved, or a cautious individual may start participating more. This is probably the most difficult stage because the members are not comfortable yet; although they do have more of a sense of each other, the roles and expectations are still unclear, and acceptable behaviors are still being defined. Anxiety is especially high for the individual and the group (Griffin, 2008; Smith & Berg, 1997).

        	• Norming: In this stage, it all starts to come together. Smith and Berg (1997) talked about this point when individual anxiety is lowered, when roles and behaviors are better defined, and when the group begins to understand and function as a whole (Griffin, 2008).

        	• Performing: The final stage is exactly what it sounds like. The roles and behaviors are defined, expectations are known, and individuals are able to address their role because others have taken on their roles (Griffin, 2008).

      

      The steps in group development highlight an important contributor to organizational culture and the potential of conflict—the behavioral norms of the group or organization. These norms are the standards of acceptable behaviors, which are introduced during early socialization and continually reinforced. Behavioral norms are not generalizable from one group to another or one organization to another. There will always be some variation in how the norms are enforced within the group, and there is a certain expectation of conformity. This conformity may range from strict adherence to the behavioral norms to the acceptance of individual interpretation and application of norms. Regardless, some level of conformity will be expected, and those who do not conform are often treated as outsiders or become the scapegoat for bad situations.

      So far, I have spent quite a bit of time on some abstract and probably confusing ideas about identity and group formation. Why do these abstract and somewhat confusing concepts matter? They are central to understanding conflict, especially the very complex nature of conflict. It is only through understanding this complexity that a manager can effectively work toward resolving it.

      One more note before we jump into conflict mediation and resolution. It is essential that anyone trying to resolve conflict recognizes that each situation must be approached as a new conflict, even if it seems quite familiar. Just as each person is unique, each conflict is unique. It does not matter if the same people are involved or if it sounds like the same situation. Chances are there is something new (or something unresolved) if a problem is happening again. Rather than providing a strict set of steps for dealing with conflict, our discussion will focus on a few basic principles when dealing with conflict and how they might help improve the situation.

      Conflict is not something that usually can be easily fixed. If it can, it probably was not really a conflict. Often when trying to solve a conflict, the manager will put a Band-Aid on a problem that needs stitches. Something to consider when dealing with conflict is that by the time an argument gets to management, it is not really about what both parties are claiming; rather, the dispute is rooted in something deeper, something that is not going to be solved by finding what seems like an equitable solution or by dividing up responsibility. Chances are the conflict will show up again in another form. For example, a manager might find that she is constantly dealing with issues between two teams, two branches, or two individuals. Every time a problem is solved, something new comes up. The immediate problem has been solved, but the actual conflict still exists because the real cause has never been addressed.

      Conflict does not appear out of nowhere—it happens within a context. There is a history and a relationship between the conflicting parties that may not be evident to those not directly involved in the conflict. Yet, these factors are essential to successfully dealing with the issues. Without understanding the underlying origin of the conflict, the mediators will fail because they will be dealing with a manufactured cause, not the actual source of the problem.

      You might be wondering about these underlying causes that are not defined. They can result from so many things, such as a real or perceived slight, competition, jealousy, misunderstandings, and the list goes on. As the resentment builds and is not expressed or dealt with, the conflict continues because none of the solutions deal with the real problem; they deal with a symptom of the problem, not the cause. To mediate a solution, a manager must understand that resentments can stem from so many seemingly minor disagreements, from small changes, or from issues far removed from the current time frame. It is not enough to just look at the problem right in front of you. It is necessary to also look at the history between the conflicting parties, as well as the culture, setting, and context of the conflict. If there is one guiding principle, it is that conflict is not rational, and it cannot be fixed through simple, rational methods, such as compromise.

      Compromise, which always seems to be such a sensible way to deal with conflict, rarely results in any real resolution. Compromise requires both sides to “give up” something, to settle for less than expected, even when presented as a fair and equitable option. To the rational participant—usually the mediator—compromise makes sense. However, to the parties involved in the conflict, those who are not thinking rationally about the problem, compromise represents a loss, not a solution. In a compromise, both sides are required to give up something, to accept less than expected. This is rarely, if ever, seen as a victory on either side. In addition, it can create new resentments if either side (or both) perceives that their side lost more than it gained in the compromise. Forcing a solution rarely works either, for many of the same reasons. When a solution is imposed on a conflict, the tension between the parties and now the mediator only increases. Forced solutions are even more of a loss than compromise because the conflicting parties had no say in what was surrendered. Coercion or force will only guarantee a revival of the conflict at some later time.

      So, if compromise and coercion do not work, what should be done? One of the most effective steps is to use a mediator or a mediation process to work through the conflict, uncovering the underlying causes. A mediator should be as neutral as possible—someone removed from the conflict. This person can be a manager, an employee from another department, or someone from outside the organization. The important thing is that the mediator cannot be perceived as being biased toward one of the parties involved.

      Mediators often divide conflict into two categories: resource based and identity based. Resource-based conflict is basically a disagreement over how much each party received of something, such as funding, materials, employees, and the like. The resolution for resource-based conflict is to find a fair and equitable way to distribute the resources. However, conflict, regardless of how it is represented, is almost always rooted in identity issues, whether on an individual or a group level. This is one of the abstract and confusing concepts mentioned earlier in the chapter. It is important to recognize the existence of large-group identity in addition to individual identity and consider how it both influences and is influenced by the individuals who make up the group. Large-group identity is where the “us versus them” issues come into play.

      It is interesting, however, that most individuals do not recognize their group affiliations until the group is threatened. At this point, the group becomes an essential part of the individual and helps to create psychological borders to separate the group from the other, all those who are not part of the group. When under stress or threat, groups regress to immature behavior. This means returning to childlike behavior whereby the world is simple and can be divided into simple categories such as black and white, good and evil, us and them. The groups build psychological borders to separate themselves from all that is bad. In other words, the group members identify all that is not within the group and create an enemy out of the others. It is at this point that mediators are often called in to help resolve the conflict.

      CONFLICT MEDIATION AND RESOLUTION

      So, returning to conflict mediation and resolution, how does a manager or mediator effectively deal with conflict? To begin with, dealing with conflict requires respect—respect for the people involved in the conflict, respect for their points of view, and respect for the potential of the situation. Issues or items important to the parties involved in the conflict should be treated as important. If a manager or a mediator relegates something to being trivial, he will dismiss it and disrespect those attached to it. At that point, do you really think those individuals are going to want to work with that person to solve a problem? On the other hand, if the mediator or manager understands that this item, whatever it may be, is important to the parties involved, he may just get more cooperation because such acceptance shows respect for the parties and respect for what they see as important. Does this mean a manager should cave in and let everyone have whatever they want? No, but she does need to acknowledge that just because the item is not important to her, that does not mean it is not important to the parties.

      Many resources are available on conflict mediation. Entire consulting agencies have been built on dealing with conflict. Every manager has some framework or ideas for how to solve problems in organizations. What works best often depends on the parties involved and their willingness to work through the process. However, regardless of the theory or method, communication is almost always an essential component of the process. A manager or mediator has to be able to open up communication between the conflicting parties before any solution can be developed.

      Mediators and managers really have to listen and be open about what they hear. In their book Narrative Mediation (2000), John Winslade and Gerald Monk discussed how to open a dialogue with two individuals who are fighting. I will describe the process in more detail shortly, but I want to highlight the main points first. The first step is to provide a forum for listening to each side without interruption and without judgment. The idea is to allow both sides to present reality as they see it without having to defend their view. Also, notice I used the term dialogue. This means building a shared understanding of the conflict, not creating a “he said, she said” situation. It gives both parties a chance to tell their story as they see it. Sometimes, just understanding the other’s view of a conflict can be a strong first step to solving the conflict. Is this a simple or easy process? No! Does it always work? No, again. However, if you can get those involved in a conflict to actually listen to each other, it’s a pretty big step.

      As mentioned, Narrative Mediation laid out a nicely defined set of steps to deal with conflict. I am presenting this method not because I think it is the best but because it illustrates the complexity and the importance of respect throughout the process. The book’s authors have broken down conflict mediation into three steps: engagement, deconstructing the conflict-soaked story, and constructing an alternative story. These steps are fashioned to work with both parties’ points of view and representations of reality. Underlying the format and practice of narrative mediation are the concepts of discursive formation and the nature of truth. Both concepts are tied into an individual’s or a group’s subjective representation of history and reality. What is truth to one may not be to another.

      In order to understand the narrative mediation method, it is important to understand the concept of discursive formation and how it influences representations of history and power. “[P]ower does not so much adhere to structural positions in hierarchical arrangements as it operates in and through discourse” (Winslade & Monk, 2000, p. 50). Discursive formation provides the foundation for understanding the beliefs of and the acceptance of “truth” by individuals and groups. It is how these ideas are articulated, communicated, and presented. Ideas support certain positions over others and bestow entitlements on certain individuals. From this point of view, there is no one universal truth but, rather, many subjective truths, depending on the discursive formation from which they evolved. In the mediation process, there is no right and wrong side. Everything depends on the discursive formation that the party is working within.

      Winslade and Monk used this concept to explain how power structures, reality, and subjective truths all influence conflict. Each side has a unique view of how and why the conflict developed. This is why the first stage of the mediation is the telling of stories by both parties involved in the conflict. “Rather than searching for one true story, the narrative mode of thinking welcomes the complexity of competing stories and numerous influential background stories” (Winslade & Monk, 2000, p. 53). It is from the stories that the solutions to the conflict will eventually emerge. In this first stage, the mediator must deal with engaging both parties while providing an area of safety and trust by allowing both parties to articulate their stories without interruption or judgment.

      In order to deconstruct the conflict-laden story, the mediator uses naïve questions, as if acting through simple curiosity, to clarify each position. The questions are presented in a simplistic manner, sometimes by just reframing earlier statements. This way, mediators do not make assumptions or influence the reconstruction of the story with their own discursive formation. The next step is to externalize the story. This technique allows both parties to hear and discuss the issues that are creating the conflict by removing them from the personal hurt and anger attached to the problem. Blame is not assigned to either party. The conflict is responsible for the harsh emotions, not the parties involved. While deconstructing the story, the mediators use their questions to identify dominant discursive formations and the resulting assumptions of entitlement, as well as alternative discourses (the underlying issues). Issues of respect and entitlement are dealt with in order to move on to an open space where both parties can work together to reconstruct the conflict and build a new story.

      The final step, creating an alternative story, is completed after the conflict-soaked story has been deconstructed and both parties begin to agree on common points and have started the process of mutual understanding. Parts of the alternative story can come from ideas or thoughts that the conflict had prevented from being articulated previously.

      Narrative mediation is a good process for getting two individuals to work through a conflict. The concepts of speaking and listening are the strengths of this approach. The process provides a strong neutral arena in which both parties can discuss the conflict without feeling intimidated. The mediator provides opportunities for everyone to contribute. The practice of discursive listening allows alternative points of view to be considered. Two individuals can successfully work within this structure to resolve conflict.

      There is, however, a significant overall weakness with the narrative mediation process—the lack of responsibility. The conflicting parties are not expected to accept responsibility for their part in the conflict. Instead, the conflict is always one step removed from the participants. The conflict, not the parties, is responsible for the problems. Although constructing the alternative story is supposed to prevent a regression to earlier behaviors, if they are ultimately not responsible, there is no reason to change. In addition, narrative mediation does not appear to be appropriate for conflicts between groups larger than two or three individuals. Although it seems like a good process for individuals or very small groups, it is difficult to see how it would work with larger groups. The approach and questions focus so much on the individual that it would be challenging to insert the process into a large-group setting.

      However, that does not mean that narrative mediation does not have applicable ideas for large-group conflict. Communication is important, regardless of the size of the groups involved in the conflict. With large groups, mediators also have to deal with long-standing problems and regression of the group to past traumas or triumphs. In these cases, rather than try to create a common story, the mediator must work with both sides to find common ground. What do both parties share? How can the interests and goals of both sides be integrated to find one common goal? The answers to these questions are never easy, but by identifying common ground, the mediator can uncover a point of agreement, an area that both sides understand and share. In other words, the mediator identifies a base from which to build more communication, understanding, and, eventually, resolution.

      Other important ideas to consider include recognizing emotions and how they influence the process. It can be helpful to “enforce a cool down process” (Henry, Eshleman, & Moniz, 2018, p. 120) rather than trying to solve the problem in the moment. Provide training for management and supervisors in conflict management. Many conflicts are exacerbated by misguided or simplistic solutions created by management. Additionally, managers need to be proactive in dealing with conflict. This approach includes both dealing with conflict before it can fester and paying attention to how individuals and groups interact. Managers and leaders should understand where tensions exist and their potential, as both a creative and a destructive force.

      Mediation is a complicated and highly fluid process. It is impossible to claim that there is one method that will successfully work with any conflict because of the diverse nature of the individuals and groups involved. When dealing with large groups, the mediator must be careful not to diminish or otherwise threaten the group identity. Regardless of the process employed to deal with conflict, to be effective it must provide steps that allow for flexibility and provide space for different identities so that those involved do not feel loss but, rather, accomplishment at the resolution.

      CONCLUSION

      Conflict will be a part of any library. Acting as if it does not exist will only create more conflict. Rather than focusing on preventing conflict, managers will be able to handle it more effectively if they “prepare themselves to respond accordingly” (Henry et al., 2018, p. 121) and not avoid the issues. A manager has not failed when conflict arises, but it is a failure when the conflict is not addressed.

      
        Case Study

        Dawn has just been hired by Funtown Public Library as the new department head for Technical Services. The department has six staff members: two cataloging librarians, two circulation clerks, one full-time page, and one librarian who handles interlibrary loan (ILL) as well as other technical services responsibilities. Before being offered the position, Dawn was warned that the department had dealt with some troubles recently, particularly between the professional and paraprofessional staff, which culminated with the resignation of the previous department head. Rather than being scared off by this news, Dawn saw the situation as a challenge and happily accepted the job.

        During her first month, everyone seemed to be working together, although there was a hint of strained or stressed feelings. This atmosphere intensified after a seemingly minor disagreement between one of the cataloging librarians and one of the circulation clerks. At the time of the disagreement, Dawn approached both individuals with a simple and seemingly balanced solution, which they grudgingly accepted. Then the ILL librarian got upset when the circulation clerks did not turn in the ILL requests as she instructed. The requests were being turned in and filled, but the ILL librarian felt that the clerks should do it in a way that she viewed as more efficient. Again, Dawn came up with a solution that both sides agreed “might” work. However, tensions only got worse. Three months later, the tensions exploded as the ILL librarian chastised one of the circulation clerks in front of a patron. The clerk told the ILL librarian, very loudly, to shut up and leave.

        Both employees have come to Dawn with a grievance. To make things worse, the patron has filed a complaint about the incident, feeling that she was given poor service. Dawn’s boss has called her into his office and told her to fix the problem. If something like this happens in front of a patron again, Dawn will be looking at disciplinary action.

        What is Dawn’s next step?
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      CHAPTER 17

      Diversity

      Lisa K. Hussey

      The United States is a diverse society. Depending on where one is, one can access a variety of cultures within a small area. Even within these cultures, there are subcultures, which expand or restrict the values and norms of the prevailing culture. Although it might seem overwhelming, this diversity of culture, of language, of experience, and of values is part of what makes the United States as successful as it is. Diversity has potential, on both a large and a small scale. Within organizations, diversity can act as a stimulant for innovation and growth as different ideas are shared and contrasting points of view are considered. Diversity should be an important idea in management. Managers should understand the significance of diversity for the continued growth and success of any organization. In manufacturing, diversity can help facilitate new ideas and methods of production. In service organizations, diversity provides a base for understanding the needs and wants of the various groups in a society such as the United States. In a profession such as library and information science (LIS), being able to recognize and provide solutions for these needs is essential for our continued existence.

      LIS is both a social and a service profession. Although many things go into what we do, at its very center, LIS is all about providing services to our communities. An integral part of providing these services is an understanding of the diversity of the community and how that diversity influences needs and expectations. In order to offer services, one must first be able to identify and recognize the need for such services. If there is only one prevailing view of what constitutes needs or services within a community, opportunities for building relationships and support are overlooked or missed. Essentially, if we cannot meet the needs of our communities, our communities will not support us. Hence, LIS as a profession requires a diversity of background, experience, and worldview to build truly inclusive services. However, though diversity is important and provides amazing potential for any organization, it is also complex and, as with anything worth doing, requires commitment and patience.

      DEFINING DIVERSITY

      Before discussing diversity in LIS and management, we should first define what we mean when we use the term diversity. At its very basic definition, diversity is difference, difference between and among various groups and individuals. This difference can range from something as minor as reading preferences or hobbies all the way to fundamental differences in race, ethnic heritage, religious beliefs, sexual orientation, gender identification, and socioeconomic background. This wide range of possible definitions contributes to the complexity and confusion that often accompany diversity initiatives. When creating a diversity initiative, the expectation and intended outcomes are not always clear. Are we looking for diversity of ideas and thoughts? Are we trying to introduce new cultural norms and values into the organization? Or are we trying to change the look or appearance of the profession? In other words, what exactly are we looking for when we say we want diversity?

      In LIS, as in many other disciplines, diversity is a nebulous concept. The term is widely used but usually without an explicit definition, as if there is a widely accepted meaning. The reality is that diversity tends to mean something unique to each person. However, the most common understanding has to do with ethnic background and race, specifically focused on the “four protected minority categories recognized by the U.S. Equal Opportunity Act: African American, Hispanic/Latino, Asian American, and Native American” (Adkins & Espinal, 2004, p. 53). Although well intentioned, this understanding has a tendency to limit the diversity discussion to a visual diversity, one in which the focus is on characteristics such as skin color and facial features. It is also an approach that tends to put individuals from very different backgrounds into large, all-encompassing groups. These groups (African American, Asian American, Native American, and Hispanic/Latino) condense rich and unique cultures into a minimal and bland common identification, one in which many of those classified find little with which to self-identify. The result is a simplification of diversity, one in which individuals are reduced to broad characteristics and classifications. This view of diversity can be seen as an attempt to alter the image of a profession without questioning any of the underlying ideas and assumptions that create the values and norms. However, because this tends to be the currently accepted view of diversity in LIS, it is important to spend some time discussing diversity from this point of view.

      For a very long time, diversity has been an important topic in LIS. There have been numerous articles discussing the lack of diversity in the profession, as well as various initiatives at the local, state, and national levels to increase diversity. Despite these efforts, diversity remains an elusive goal in most libraries, archives, and information centers. LIS tends to be a relatively ethnically homogeneous profession. In 2017, the U.S. Bureau of Labor Statistics reported that 86.3 percent of librarians are white, whereas only 77.1 percent of the U.S. population is identified as white, according to the 2010 Census (Hixson, Hepler, & Kim, 2011). This percentage is in stark contrast to other community service professions, such as social work, in which 31.5 percent of professionals are from ethnically diverse backgrounds, or nursing, with 36 percent of practical and licensed professionals identifying as ethnic minorities (U.S. Department of Labor, Bureau of Labor Statistics, 2017). Unfortunately, despite scholarship and fellowship opportunities, current enrollments in LIS programs do not reflect the number needed to improve diversity. According to the 2015 Association for Library and Information Science Education (ALISE) statistics of those schools reporting enrollment by ethnic origin, almost 79 percent of all students enrolled in an ALA-accredited master’s degree LIS program are identified as white (ALISE, 2015). Of the accredited Master of Library and Information Science (MLIS) degrees awarded, only 18.8 percent went to graduates of ethnic origin (ALISE, 2015).

      Why are these numbers significant? Well, they show that although there has been a slight improvement in overall diversity numbers, the overall change is very small. LIS is still a very ethnically white profession. This outcome matters because libraries and archives do not serve only ethnically white communities. Services are more likely to be used if users can understand those services’ relevance to them—not just to any user, but to themselves. Use can sometimes be better encouraged if services are presented by professionals who “look like” the users in the community or by individuals who can explain how services are relevant as representatives of a cultural or community group. This is not the only way or even the most successful way to encourage use in LIS organizations, but the limited representation of diverse ethnic groups creates an image of LIS institutions as white institutions. In other words, who represents the LIS profession does influence how it is perceived.

      VISUAL DIVERSITY

      The challenges of diversity in LIS are not limited to just solving the problem of improved representation. If the focus is only on improving the numbers of certain ethnic minority groups, the main result will be improved visual diversity. Visual diversity is pretty much exactly what it sounds like—the differences are easy to see—and this type of diversity focuses almost exclusively on physical characteristics, which can easily evolve into tokenism. “Tokenism is a situation that handicaps members of racial/ethnic minority groups who find themselves working alone or nearly alone among members of another social category” (Niemann, 2003, p. 100). Professionals in this role often feel alienated, not because they cannot see their role in the organization, but because other professionals perceive that the ethnic minority professional was hired solely based on ethnic characteristics, not because of skills and abilities. There are expectations of additional work, such as diversity committees and outreach programs. In addition, there is a belief that these “token” hires will solve the diversity problem just by being there, when in reality the issues connected with diversity go much deeper and are much more complex. The practice can result in overwhelming pressure on individuals to do more than their white colleagues to prove themselves, while at the same time being ostracized by these same colleagues. The result is often burnout and possibly a decision to leave the profession, which only exacerbates the lack of diversity.

      It is also important to consider the fact that visual diversity does exist in many libraries, particularly public libraries in which clerical and assistant positions are filled by individuals from the community. Although this step is incredibly important, it fails to address the issues of diversity in the LIS professions. Clerical and assistant positions rarely, if ever, require the same education as the professional positions. Those who have the MLIS degree are more likely to hold the positions of power, to make the decisions about policy and procedure, to support programming choices, and to have the greatest influence regarding guiding principles, such as the mission and vision. Individuals with authority, such as professionals, supervisors, and managers, have strong sway over the values of the organization, the establishment of behavioral norms, and the overall organizational culture. In other words, those in positions of authority often control, or heavily influence, what are considered important and legitimate services. Even if there is visual diversity within clerical and paraprofessional positions, homogeneity at the professional level can act as a counter to any influence or contribution from those without authority. Hence, visual diversity is only a minor aspect of the diversity issue.

      LANGUAGE OF DIVERSITY

      The language of diversity in LIS is another important piece of the overall issue. Without going into a lot of social theory, it is important to understand that what we say and how we say it has meaning and that the significance of that meaning increases or decreases based on one’s power and position, be it as an administrator, as a professional, or simply as a perceived expert. This is reflected in the commonly accepted definition of diversity focusing on ethnic minority groups. There is an implied acceptance of these groups as “different” from the norm, or as an identifiable “other.” This implied difference is also relevant to other diverse groups, such as those of sexual orientation, religious affiliation, or socioeconomic status. Yet, there is very little discussion or clarification of what the norm actually is, which in the United States is White Middle-Class values. Discussions of diversity tend to focus solely on the “others,” or those who are different from the norm, without including whites or white culture as part of the discussion. “[W]hen whiteness is accepted as an invisible norm . . . white people, their assumptions, and ways are empowered” (Grimes, 2002, p. 382). This practice creates an automatic comparison of what is “right” or “good” and privileges one group simply because of race.

      An example of this language can be seen in the titles and content of some graduate courses focused on diverse populations. Many LIS programs provide classes on diversity, such as “Services to Diverse Users” or “Underserved Populations.” These are in fact very important classes. Some students have never considered the variety of services and programming needed to serve a very diverse community. How the course is presented will provide a basic understanding of serving diverse groups, not one that is always positive. Although content will differ depending on the instructor, teaching location, and LIS program, the main focus is on how to better serve “other” communities, those that are not part of the norm. The inherent implication is that they are “special,” that these are groups that need help rather than being integrated as a valuable contribution to the collections and the profession. This approach does not look at various underserved populations and ask, “What can we learn from these groups?” Rather, the question is, “How do we make sure these underprivileged and underserved groups learn the ‘best’ way to access information?” Although such courses can serve as important bases for understanding the wider population, they do not really address the wider issue of institutional practices that ignore the influence and contribution of nonwhite cultures. Diversity becomes a focus on “others” rather than an inclusive concept of integrating difference to improve and grow within an organization.

      MICROAGGRESSIONS

      The issues related to visual diversity, tokenism, and the language of diversity highlight another managerial concern: microaggressions. The concept of microaggressions has existed in research since late 1977, when it was initially described as the “subtle, stunning, often automatic, and non-verbal exchanges which are ‘put downs’ of blacks by offenders” (Pierce, Carew, Pierce-Gonzalez, & Willis, 1977, p. 66). The research looked at subtle and pervasive racism in television commercials, but the implications go well beyond just media. In the workplace, microaggressions create resentments and alienate those on the receiving end of the comments.

      Microaggressions are “subtle, derogatory messages conveyed to people of color” (Alabi, 2015, p. 179) and other minority or diverse groups. The statements may be jokes, offhand comments, or directed statements that focus on an individual’s or a group’s difference and undermine the recipient’s identity. Tumblr and other social media platforms have a plethora of examples. These range from backhanded compliments regarding speech (“You don’t sound Black.”) to intrusive questions regarding where people are from (“No, where are you really from?”) to failing to learn how to pronounce names (“Sorry, I can’t ever pronounce Asian names right.”). In each case, the comments act as a way to both separate and denigrate the individual.

      Microaggressions are complex, ranging from intentional attacks to insensitivity to another’s identity. Sue and colleagues (2007) provided three defined levels of microaggressions: microassaults, microinsults, and microinvalidation. A microassault is “an explicit racial derogation characterized primarily by verbal or nonverbal attack meant to hurt” (Sue et al., 2007, p. 274) and may include epithets or name-calling with intention to harm. Microassaults are similar to what most people view as traditional racist behavior and are generally easy to identify and address. However, the other two levels of microaggressions are much more subtle. Microinsults are “communications that convey rudeness and insensitivity and demean a person’s racial heritage or identity” (Sue et al., 2007, p. 274) and may include questioning where a person is from, failing to use a person’s actual name, or commenting on qualifications for a position. These comments are often viewed as harmless by the perpetrator, but they are generally insulting and denigrating to the recipient. Microinvalidations are comments that “exclude, negate, or nullify the psychological thoughts, feelings, or experiential reality of a person of color” (Sue et al., 2007, p. 274) or members of other outsider groups, such as lesbian, gay, bisexual, transgender, queer, intersex, and asexual (LGBTQIA) individuals; examples are “I don’t see color” or “All lives matter.” Although often made with the best of intentions, these kinds of comments fail to recognize the experiences or identity of people of color, LGBTQIA individuals, or other marginalized individuals.

      Microaggressions may be unconscious, stemming from ignorance or a lack of understanding, but that does not mean that the person delivering the microaggression should not be held accountable for his words and actions. Part of management responsibilities is to support all staff and provide a safe working environment, which includes recognizing and addressing the use and impacts of microaggressions.

      WHITE PRIVILEGE

      The preceding discussion underlies another issue in dealing with diversity—the concept of white privilege, which is not discussed often in LIS but is central to understanding barriers to diversity. One way to describe white privilege is an “invisible package of unearned assets which [white people] can count on cashing each day, but about which [they] are meant to remain oblivious” (McIntosh, 1988, p. 1). Given the influence of white culture on our society, members of the white race, like myself, often do not understand how much harder it is to succeed as an outsider to the prevailing hegemonic culture. There is little to no recognition of having any advantage because of being white. This lack of recognition often forms the basis for microaggressions and subtle forms of racism.

      White privilege can be seen in institutional practices. Policies and procedures are set up as if everyone is starting on a level playing field, that everyone has the same opportunities, if only they would take advantage of them. This point of view targets the individual, not the group, which is an integral part of white privilege and its view of diversity. “Overemphasizing individuality allows the importance of group issues to be ignored . . . such a focus implies that fairness to individuals is all that matters” (Grimes, 2002, p. 400). When minorities or outsiders succeed, it is because of their individual gifts. However, in failure, these same individuals are often treated as representatives for their specific group, and the failure becomes part of the outside group. Whites, on the other hand, rarely deal with the same level of scrutiny. Failures and successes are usually credited to the individual, and just the individual.

      One thing to remember regarding white privilege is that it is rarely a conscious and overt process. It is the result of the prevailing culture and values in the United States, which reflect those of white culture. Individuals in this culture, despite the privilege, must still work, compete, and sometimes fail, which makes it hard to recognize or acknowledge that the process may have been “easier” or that one began from a position of privilege. The strong focus on the individual provides distance from a group affiliation, a process that further downplays the role of race in a white person’s success. In the end, hard work is hard work. Success is success and failure is failure. What is important is to remember how these are seen and judged and the assumptions and worldviews of those making the judgments.

      There are other challenges to diversity, such as the approach and attitude of those who are presenting and implementing any diversity initiative or process. If diversity is presented as “something we have to do,” a negative attitude is automatically attached to the process. However, if it is presented as an opportunity, as a way to build on successful programs, to improve services, and to help the organization to evolve, a much more positive starting point is created. Either way, however, diversity in any form is change, and that needs to be addressed as part of the process.

      INITIATIVES

      Although diversity initiatives are almost always presented as positive and important, these same initiatives are introducing change to an organization. This is not a bad thing, but as any manager will tell you, change is not easy, and even the most positive change creates a feeling of unease and tension. Most people do not like change; it is uncomfortable and it is easier to simply stick with the status quo. However, in order to stay relevant and to effectively serve diverse communities, there needs to be a diversity of understanding and mind-sets as part of an organization, and there needs to be evolution and change in how things are done. As mentioned in other chapters, change can often lead to conflict. Diversity by its very definition is change. Hence, introducing diversity should be approached with the same thoughtfulness and preparation as change management. However, this is often not the case.

      Most creators of diversity initiatives would like their proposals to be viewed as proactive, as actions from an institution to address the needs of community members before they arrive or as they are arriving. In other words, many of these initiatives present an image of a program that is working to construct plans for the improvement of diversity and to create the libraries or information centers of the future. Despite their creators’ intentions, the majority of diversity initiatives are actually reactive because they are often responding to the lack of foresight and action related to a changing society and evolving social priorities. Even many of the most thoughtful and successful programs have in part been created in response to the lack of diversity rather than a much earlier recognition of the current state and potential growth of diversity within society.

      There is a plethora of articles and books that provide suggestions and practices for implanting diversity within an organization. Most of these resources provide reliable, practical steps, ones that have been used in successful diversity projects. Some of the common suggestions are commitment from management, employee “buy-in” for programs, diversity training, new recruitment programs, and the conducting of diversity audits to gain a current perspective on the diversity status of an organization. These suggestions recognize the complexity of introducing diversity and usually present diversity as a process rather than a series of simple steps. All these practices have some level of documented success and should be considered in diversity plans. However, although the concept of change is discussed, there is very little (if any) discussion of conflict as part of change.

      That is not to say that conflict is entirely ignored, but it is rarely directly addressed. Terms such as discomfort, disagreement, tension, miscommunication, and others are often used in place of conflict or dispute. There seems to be some unspoken idea that if you plan for conflict, you are planning for failure. In diversity initiatives, it may seem as if you are expecting racism issues or that anyone who disagrees is automatically prejudiced, which is very often not the case. More often than not, problems arise not from overt racism but from more subtle causes, such as misperception based on representations in popular culture, a lack of understanding of various cultural norms, or simply incomplete knowledge regarding the diversity process. However, just because it does not develop from malicious intent does not mean that the potential for conflict should be ignored. Just as you would for any other change process, when introducing diversity, you should allow for the same reactions that surface for any other type of change: tension, unease, and possible conflict.

      There is another aspect of diversity that I mentioned earlier—the need for different views and ideas in order to encourage innovation and growth. This aspect goes well beyond visual and ethnic diversity because it includes concepts that create diversity within and among various groups, such as experience, education, religion, and sexual orientation, to name a few. One of the easiest ways for an organization to falter is to be comfortable with current success and miss opportunities for growth. When there are multiple points of view, there are also more questions regarding decisions, policies, and procedures. Individuals who do not share the same mental models are more likely to ask questions, such as “Why is it done this way?” or “Why don’t we try this?” These different views and approaches, though often frustrating, provide a catalyst for looking at new ideas. When there is homogeneity of thought or vision, the members of an organization will not look for new ideas because the ideas already in place seem to work. This point of view is a great way to lose relevance in our modern, dynamic society. There is always something new, and it is important to be able to critically analyze these “new things” before dismissing them as irrelevant or “not important to us.”

      Despite attempts by various LIS organizations, there really is no “one size fits all” solution for increasing diversity within the profession. Diversity is one of those ideas that need to be well thought out and considered before trying to find a solution. Looking at both successes and failures can provide good insights into possibilities, but whatever process is planned, it must be done within the context of the community serviced by the library, archive, or information center. Additionally, as a manager, you have to understand how you present and support diversity. As an LIS professional, you also have to consider what you see as “normal” and why. What does this mean about how you will accept difference and change? This is essential to a thoughtful process of considering and introducing diversity. If those with power—managers, supervisors, and professionals—do not openly and honestly support diversity and model appropriate behaviors, few others will.

      CONCLUSION

      Let me end with a few basic thoughts. First, diversity is good. It is essential to encourage and develop diversity within organizations, particularly those that focus on service to the wider population. Integration of new ideas and views can help create richer and more relevant services. Diversity allows LIS to evolve and grow, but it also allows the profession to retain its own identity because part of the process is to incorporate the past and the current with the new. As I mentioned earlier in this chapter, diversity has great potential. There is almost no limit to what a diverse and well-functioning organization can accomplish. Of course, it is also important to remember that great potential can result in an amazingly positive success or an incredibly horrible failure. Either way, the organization will learn what is possible and, it is hoped, move forward from there.

      Second, diversity is complicated, but that is a big part of what makes it good. Anything that is easy is not as likely to be valued. The amount of this chapter spent discussing issues should make the complexity of diversity clear. However, despite the fact that it is complex, with the right attitude, diversity can become an integral part of how an organization functions. Rather than focus on the “have to” aspect of diversity, managers will be better served by considering the “what we can do” results from diversity.

      Finally, diversity is not an individual thing. Diversity requires commitment from an entire organization, including stakeholders and the wider community. It is a process, one that will have both success and failure. When successful, the next step is to ask how we can build and improve on what we are doing. With failure, the organization must learn from mistakes, move on, and find ways to be successful. Ultimately, diversity is not easy. Simple, one-dimensional plans will not result in any real change. That is not to say that small steps are not useful (because they usually are). When all is said and done, it is important to remember that no diversity initiative will ever be perfect. However, any step toward improving diversity—in every sense of the term—can only be seen as a positive step forward.

      
        Exercise

        You are the director of Smalltown Library. It is the only library in town and has 15 full-time equivalent employees, including six professional librarians (including the director), five full-time paraprofessionals, and eight part-time clerks and pages. The city closest to you, Bigtown, has grown exponentially over the past decade and has spread its boundaries. As a result, Smalltown is now right on the edge of Bigtown, bordering one of the poorer neighborhoods in the city. In looking at the recent census data, you realize that your town’s population demographics have changed significantly. Ten years ago, Smalltown was a bedroom commuter town, made up of mostly middle-class families. Now it seems very different. There are still many middle-class families, but now there are also a lot of families classified as living below the poverty line. Two immigrant groups, one from South America and one from Sub-Saharan Africa, have recently settled in Smalltown. The previous census reported that 68 percent of the population over age 18 had at least a bachelor’s degree. The latest census shows that number has dropped to 46 percent. The ethnic breakdown has also changed, reflecting a much more diverse population. Looking over your own data from the past five years, you realize that during this same time, use of the library has dwindled. As the director, you realize that the library needs to diversify its services.

        
          	• What is your first step?

          	• What programs or initiatives do you want to introduce?

          	• Who is involved in the process?

          	• How will you measure the success or failure of your new programs?

          	• How will you introduce these ideas to your staff?
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      CHAPTER 18

      Facilities Management

      Diane L. Velasquez

      Over the past 25 years, libraries have evolved into facilities that provide and support a variety of services, materials, and programs designed to serve an ever-changing patron landscape. They also serve a multitude of functions, including the provision of comfortable, attractive, well-designed public and employee spaces and access to electronic resources and broadband Internet, and serve as an important connection to lifelong learning in their communities. Given this scenario, today’s library deans, directors, and managers must be adept at handling any number of facilities-related issues at a moment’s notice. This chapter will look at the big picture of facilities management and will not consider the small, day-to-day items that fall under maintenance and repair.

      The first consideration is that there are federal laws that each building has to comply with when the facility is set up. Some of these requirements are easy to accomplish; others need to be situated in a way to make sure all the people in the building, no matter how they traverse the aisles, have enough room.

      AMERICANS WITH DISABILITIES ACT (ADA) COMPLIANCE

      A safety and legal issue to keep in mind is compliance with the Americans with Disabilities Act (ADA). It is important that all patrons be able to easily navigate the library, and it is up to facility managers to ensure that aisles and other areas are wide enough to accommodate a wheelchair and that any possible obstructions are removed and kept clear of any hazards (ASGCLA, 2001).

      Titles II and III of the Americans with Disabilities Act of 1990 were reviewed and updated in September 2010 and can be accessed at the U.S. Department of Justice website (2010 ADA Standards for Accessible Design; www.ada.gov/​2010ADAstandards_​index.htm). The following resources are also available:

      
        	• The ADA National Network

        	• Australian Library and Information Association (2009): Statement on Library and Information Services for People with a Disability

        	• Library Services for People with Disabilities Policy (ASGCLA, 2001)

        	• Section 508 home page (www.section508.gov)

        	• U.S. Access Board—a federal agency that writes the accessible design standards for physical spaces, transit vehicles, telecommunications equipment, medical diagnostic equipment, and information technology

        	• U.S. Department of Justice, ADA home page (www.ada.gov)

        	• U.S. Department of Labor, Office of Disability Employment Policy

      

      EPA AND OSHA GUIDELINES

      The Occupational Safety and Health Administration (OSHA) and the Environmental Protection Agency (EPA) are proactive in terms of issuing warnings regarding health and safety issues and enforcing guidelines, auditing for compliance, issuing fines, and ordering shutdowns in extreme cases of noncompliance.

      OSHA standards, rules, and regulations and other relevant information must be posted in all high-visibility work areas where employees can readily see them. The Occupational Safety and Health Act of 1970 provides employees with specific rights, and, conversely, employees have obligations regarding OSHA. For example, both employers and employees should read, understand, and fulfill their obligations as stipulated by OSHA. The facility manager should closely monitor these practices and make that they are implemented and followed by all (Trotta & Trotta, 2001, pp. 118–119).

      FISCAL ORGANIZATION AND RESPONSIBILITY

      Assuming that building maintenance and repairs must be monitored and tracked, it goes without saying that maintaining a budget and being fiscally responsible are important parts of the facilities management process. Current economic conditions often determine how much buying power a library facility can count on, so it is wise to procure funding from alternative sources, such as fund-raisers and grants. However, other, possibly overlooked areas in which to save money may include monitoring duplication of materials; performing cost analysis calculations for expensive, upcoming capital projects; ordering supplies and equipment in bulk; returning damaged or defective materials promptly; regularly reviewing and renegotiating contracts and subscription prices; and keeping theft to a minimum (Trotta & Trotta, 2001, pp. 64–65).

      Monitoring the budget monthly and keeping costs down can have a substantial impact. The implementation of a strategic plan is another way to focus more closely on specific areas of the budget in order to establish and accomplish the library’s priorities effectively.

      RISK MANAGEMENT

      Library and information science literature includes articles about disasters that have destroyed or damaged collections and buildings. Few articles exist about how to compile a risk management plan. Bulow (2010) outlined the method of risk assessment that was carried out at the National Archives in the United Kingdom. The method was developed by Waller (2003, as cited in Bulow, 2010) and is based on a mathematical formula. This is an excellent model of risk assessment because it improves the preservation of the archives collection (Bulow, 2010).

      The assessment at the National Archives was comprehensive and aimed to identify all levels of risk within three categories: rare and catastrophic risk, including earthquakes and floods; sporadic and severe risk, including burst water mains; and ongoing and mild risk, including high relative humidity. The archives collection was divided according to material to make the assessment as specific as possible. From this assessment, a total of 190 risks to the archives were identified and rated according to severity and frequency. The 10 types of deterioration included physical forces, water, fire, pests, contaminants, temperature, relative humidity, light and other forms of radiation, criminals, and custodial neglect. The value of the collection was also assessed with regard to importance, usefulness, and quality in a survey carried out by patrons and staff (Bulow, 2010).

      Insurance of collections, which is another form of risk management, was discussed in an article by McGinty (2008). McGinty focused on initiatives that libraries can take to safeguard their collections from loss. He recommended that organizations should assume that a disaster of some level will occur and should create a risk management plan to deal with the consequences (McGinty, 2008). He stated that library insurance needs are often ignored because there is a lack of understanding about the risks associated with library operations, and, perhaps of more concern, because public libraries make the assumption that they are covered under their governmental body’s umbrella policies. Public library directors and managers need to make sure that any insurance covers not just the library building but the collection as well. McGinty recommended self-insuring collections, if it is financially possible. Unlike Bulow (2010), who suggested that staff and even patrons should assess the value of the collection, McGinty recommended that professional assistance should be sought to assess the value and possible risks and to develop a plan for dealing with these risks. He added that fires are the least anticipated risk and suggested methods of fire prevention (McGinty, 2008). Green and Teper (2006) also conveyed the importance of fire protection. The lack of disaster planning and smoke detectors is a theme across both articles.

      Disaster Planning

      According to the Library of Congress, a disaster is “an emergency, which is out of control, so what we prepare for are emergencies and if our planning is successful we will not have disaster” (Page, 1999, p. 348). There are two types of disasters: natural disasters, such as hurricanes, tornadoes, floods, and earthquakes, and disasters that result from human negligence. Libraries are solely responsible for developing detailed, clear disaster plans, yet many do not monitor them regularly. In order for such plans and manuals to be useful and effective, they must be shared with employees and integrated into the strategic planning process (Wong & Green, 2007, pp. 71–72).

      Disaster plans are more widely discussed in current library literature. Wong and Green (2007) explored the theoretical aspects of disaster planning in public libraries, including planning, prevention, response, recovery, preparedness, and training. They emphasized the importance of selecting a library disaster response team and developing a disaster response plan. The plan involves surveying the building and staff practices, identifying potential disasters and their effects, developing library floor plans, and prioritizing the collection in terms of value (Wong & Green, 2007). Fleischer and Heppner (2009, p. 128) also discussed disaster preparedness and recovery plans and agreed that a responsibility of the disaster preparedness team is “to draft and implement the plan and . . . to put the plan into action.” Fleischer and Heppner added that when forming the team, every area of the library should be represented, including customer service, technical services, collection management, preservation, the maintenance department or council, and the relevant first aid officers and fire wardens.

      Fleischer and Heppner (2009) also offered other steps to disaster preparedness. They stated that before creating the disaster preparedness team, a project proposal should be developed to gain the necessary support and approval from management because planning can be a timely and costly process. Although Wong and Green (2007) briefly mentioned factors such as cost and insurance, they did not discuss the pre-planning stages in detail. In contrast, Fleischer and Heppner (2009) made detailed suggestions for the pre-planning stages. These include gathering information on past disasters and plans, assessing the collection and creating a salvage order, creating internal and external hazard survey forms, and consulting externally with fire departments and surrounding organizations.

      One area of common ground for both articles is the contents of a disaster preparedness plan. Both stated the importance of emergency and staff contact information, floor plans, inventory of emergency supplies, collection salvage priorities, and disaster response and recovery procedures (Fleischer & Heppner, 2009; Wong & Green, 2007). An important aspect not included in Wong and Green’s (2007) recommendations is prevention and protection measures that mitigate controllable risks and disasters.

      Green and Teper (2006, p. 51) offered a different perspective on disaster planning in a small public library. They emphasized the importance of local collections because they are “built, managed, served, and most highly valued locally”; therefore, their preservation is predominantly of local concern. Unlike Wong and Green (2007), Green and Teper suggested that professionals could not offer the same input as the local community in regard to preservation of the collection and that the local collection would be a priority for preservation before a disaster. As Fleischer and Heppner (2009, p. 131) stated, the first priority should be “materials that are difficult or impossible to replace or have prime research value or significant monetary value.” Local collections are not always valuable on a monetary level, yet they are valuable and often irreplaceable to the community. Green and Teper (2006, p. 53) therefore recommended prioritizing the local collection in the disaster plan because “knowing where the local collections are and how to evacuate them is crucial to their salvage.”

      It is interesting to note that under its Public Assistance Program, the Federal Emergency Management Agency (FEMA) changed its policy in 2011 to include libraries as eligible for temporary relocation during major emergencies and disasters. Such a decision confirmed what librarians have always known: that “libraries are essential community organizations” (Kay, 2011, p. 1).

      Disaster planning is a lengthy process that leads to the ability to understand and practice disaster preparedness. Key elements of an effective disaster preparedness plan include a phone tree with names and home telephone numbers and the order in which they should be contacted; contact information for emergency departments, insurance companies, and service agencies; policies and procedures for disaster response; an inventory list of salvage supplies/equipment and priorities; and a current floor plan marking locations of fire extinguishers, emergency exits, and the like (Payton & Shields, 2008; Wong & Green, 2007).

      Specific emergencies can be divided into general categories, such as fire, utilities, toxic fumes, flooding, accidents/injuries, and unexpected weather events. No matter the emergency, it is critical that all administrators and staff be well trained in order to respond quickly and appropriately, no matter the situation. “Having an ongoing sense of disaster prevention and preparedness is the culminating experience in disaster planning” and should be “an integral part of library administration and management” (Wong & Green, 2007, p. 81).

      Detailed information on the topic of emergency and disaster preparedness can be found on FEMA’s website (www.fema.gov).

      Business Continuity Planning

      Business continuity planning is part of a suite of documents that encompasses risk management and disaster planning. The documents include disaster plans and the information needed to rebuild or recover from any type of disaster. Disaster types include a breakdown in information technology or a telecommunications breakdown, as well as natural or man-made disasters. In the business and government environment, it is important to consider all types of disasters because interruption to the business can cause damage to its reputation. It is necessary to recover as quickly as possible from any type of business interruption to survive as a going concern (Cerullo & Cerullo, 2004).

      The business continuity plan is “designed to avoid or mitigate risks; to reduce the impact of the crisis; and to reduce the time to restore conditions to a state of ‘business as usual’” (Cerullo & Cerullo, 2004, p. 71). The basics of the business continuity plan are similar to those of the disaster plan in terms of identification of potential major risks, development of a plan to either reduce or mitigate those risks, training of employees, and testing the plan to ensure that it will be effective (Cerullo & Cerullo, 2004).

      How to Compile a Risk Management Plan

      A risk management plan, or risk management and disaster plan, is used after an incident occurs. The ability to plan is dependent upon having staff with expertise in disaster planning and risk management. The nature of the plan and how much it covers can be difficult to assess. The most important priority for the organization is to determine which natural disaster is most likely to occur. There is a plethora of potential natural disasters, and most cities can be threatened by fire and flood without being in a high-risk part of the world. Some locations are prone to weather risks, such as cyclones, droughts, heat waves, electrical storms, hurricanes, tornados, brush fires, and tsunamis. Other natural disasters include unexpected geological events, such as earthquakes, volcanoes, sink holes, landslides, avalanches, and mudslides. Finally, man-made disasters such as technological interruptions and destruction, shootings, and terrorism should also be considered.

      As part of the plan, priorities should be set. A good example of setting priorities can be seen in the Business Continuity Management Policy of the Library Council of New South Wales (2014, p. 1). According to this policy, the priorities are:

      
        	• Safety and welfare of people

        	• Preservation of collections

        	• Continuity of services

        	• Reputation and compliance

      

      Within its Business Continuity Management Policy, the State Library of New South Wales has designed clear responsibilities for each tier of management. Furthermore, the tests and simulations of the plan are run by the staff to ensure that the State Library will be able to manage its responses during a disaster.

      Gibb and Buchanan (2006) provided a framework based on project management for a business continuity management plan that is very detailed and focused on the technological aspect. In order to compile a business continuity plan for libraries and archives, the specific information needed includes financial plans, detailed risk analysis of the systems and processes, and risk mitigation strategies for those systems.

      FACILITY SECURITY MANAGEMENT

      Facility security management is another important consideration as part of being responsible for the physical location or facility and the people who use the building. Managers need to plan for both aspects when considering the security of the facility. Protecting the people within the building is the paramount goal; the second goal is to make sure the facility is secure and the property is protected. According to Roper and Payant (2014, p. 18), four principal groups must be considered when looking at security:

      
        	1. Employees

        	2. Facility management

        	3. Information technology

        	4. Public safety

      

      In today’s environment, having electronic monitoring and locking systems is secondary to good policies and procedures. In the information technology space, protecting computer systems should be done through solid cybersecurity and is typically handled by the IT department and not the facility management department.

      Physical Facility Security

      The general goal of physical security of the facility is to control access, prevent the interruption of the organization’s mission, and eliminate or reduce theft and losses (Roper & Payant, 2014). The size of the organization in total acreage and number of buildings can impact the complexity of the facility security, but there needs to be an in-depth assessment of needs when planning for security. All aspects and goals of the organization should factor into considerations of security, including geographic issues or constraints, types of protections desired, and budgetary limitations (Roper & Payant, 2014). Many tangible measures can be used when securing a property, ranging from fences and lighting to electronic surveillance equipment.

      People and Property

      When a security issue arises, the main focus will be on protecting the people within the building so that they stay safe. How that is done will depend on the size of the situation that needs to be controlled. If a single person has threatened someone, calling the police would be the best option. If a group of people are causing harm, getting people away from the group and calling for assistance from the police is the best way to handle the situation. The hope is to minimize risk to the patrons and employees.

      In the case of fire, an earthquake, or a hurricane, it is best to follow the procedures outlined in the disaster recovery plan. Special security precautions can be undertaken to assist with making the building safer, but in some situations the best approach is to get out of the building. Having designated safety directors, building evacuation supervisors, floor wardens, and evacuation teams can be helpful in moving people safely from the building outside to a designated waiting area. Every building should have evacuation plans located in a number of areas throughout the floor so it is evident what to do and where to go in case of an emergency. It is better to have an emergency plan and not need to use it than to not have a plan and then end up being sued because of not having adequate safety precautions in place in a public building. Remember that all libraries (academic, public, and school) are public spaces and need to be considered as such. Keeping the public safe and knowing how to safely move people from point A to point B should be documented in the disaster recovery plan and on evacuation maps posted within the building.

      OPERATIONS AND MAINTENANCE

      A library’s size and type (academic, public, school, or special) will determine whether there are facility and maintenance people who are responsible for assisting when things need repair and upkeep. Those in a small to medium-sized public library know the truth of the matter when they hear that the library director or assistant director has “volunteered” to be the facility manager. This is not a bad thing; it is just the reality of the budget and size of the library. Large public and academic libraries tend to have maintenance departments that handle the day-to-day requirements.

      Having a facility management department means that the library director or dean does not have to deal with sending out requests for proposals (RFPs) from contractors or determine what computer system is needed to monitor the situations related to facilities. That becomes someone else’s problem. The downside is that the library is not always a priority. When an issue arises, it goes into the system, and unless there is an imminent threat to public safety, it will be dealt with when the facility department gets to it. Everything needs to be considered, including the size of the organization and how many requests the system gets daily, weekly, and monthly.

      In many organizations today, the facility management is local to the organization but the people who do the maintenance and repairs may be contractors. This is a way to keep costs down. This approach allows the contracting company to have a broad range of employees with skill sets that can handle all the trades needed to run a building.

      Many different operations need to be considered when running a building of any size. Building management has become more complicated as more technology has come into organizations. Roper and Payant (2014) listed some of the facility operations that need to be considered:

      
        	• Alterations management

        	• Disaster recovery

        	• Fire and life safety

        	• Energy management

        	• Furniture installation

        	• Hazardous waste management

        	• Interior finishes selection and maintenance

        	• Inventory management

        	• Maintenance and repair

        	• Plant operations

        	• Recycling

        	• Relocation and move management

        	• Security

        	• Wired and wireless communications management

      

      CONCLUSION

      Although this chapter only briefly touches on the different aspects of facility management, it does give an overview of some of the major aspects that a library manager or director needs to be concerned with. Several books on library facilities are available, and some of them focus on certain aspects of facility management, such as disaster recovery or sustainable thinking. Knowing what aspects of the facility need work or assistance is key to being a facilities manager. Many managers and directors of small to medium-sized libraries take on this task with little or no knowledge of what is involved in running a commercial building.

      
        Case Study

        The rain has not stopped coming down over the last week, and the library has flooded. The library director, Hannah Gunn, is now facing one foot of water inside Osprey Public Library and has to deal with closing the library. Luckily, in the past six months, the library has been working on a disaster recovery plan (DRP) in order to be prepared for situations just like this one. Although the DRP is not 100 percent complete, it does have enough in it to assist with the steps the director needs to take in order to deal with the flooding and the wet materials. There are also furniture and flooring that need to be dealt with after the floodwaters recede.

        Thinking about all the different things that need to be dealt with in a flooding of the library, what are some of the first steps Ms. Gunn needs to take to start dealing with the flooding? Considering the wet materials, could some of them be salvageable? Or will all the wet materials need to be tossed? Is insurance going to be able to replace everything damaged or destroyed by this situation? Also think about the furniture, flooring, and infrastructure—what else will need to be done?
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      CHAPTER 19

      Information Technology Management

      Diane L. Velasquez

      First, this has to be said—technology is always changing. Technology is always in flux. So, if you do not like change, library and information science is the wrong profession for you. In the last 30 years, there has been a revolution in libraries of all kinds. Computer technology has invaded. When the silicon chip was invented in the late 1960s, it was determined by one researcher that the capacity of those chips would double every two years—we know this as Moore’s Law (Moore, 1965).

      Over the last 30 years, libraries of all types of have been greatly impacted by technology. In some cases, early adopters had computers in their libraries in the early 1980s when the technology was considered prohibitively expensive. Personal computers were available but rare. The 1980s were the time of the TRS-80, the Commodore 64, the Vic 20, the IBM Junior, and other types of computers. Apple was also a small piece of the market with its Apple 2 and Apple 2e. Later the Macintosh was big on the scene as well. All this predated the opening of the Internet and World Wide Web to the public.

      Prior to 1995, the World Wide Web was an academic theory and was used primarily by U.S. Department of Defense researchers. However, at this time, even the government was a slight user of this new creation of Tim Berners-Lee. Little did any of us know that this would be the start of for society and the world. One thing needs to be emphasized: the Internet and the World Wide Web have not always been here, and they are still relatively new inventions. The Internet is still being molded into something we can all use. The mass of information and the billions of pages available boggle the mind, yet the potential is amazing. Supposedly librarians are experts in finding information, and the Internet is a great potential source, but only if we understand how to use it. The Internet Archive (2018) says there are more than 325 billion web pages. The growth projections are phenomenal. The typical HTML page is 5 KB. By way of contrast, the average book is probably 500 KB. The Internet and the World Wide Web are not organized in any manner that makes sense. Perhaps more important, despite the expectations to the contrary of the media, politicians, students, and many others, everything is not on the Internet.

      How can the Internet and the World Wide Web be easier to search and find things? This gets to the idea of meta-information, or what are commonly called headings, indexing terms, or classification systems. It is information about information. In fact, the web has no meta-information structure beyond some crude attempts based on knowledge of how search engines work. There is no attempt at a controlled vocabulary, no notion of hierarchy, see references, see also, use for, broader terms (BT), or narrower terms (NT), and only the sketchiest beginnings of Boolean logic in a few of the search engines.

      So when we bring the Internet and public access computers into our libraries, we have an innate need to understand and organize them. We need to understand the technology first. How can we manage something if we do not understand what it is? All libraries have servers, computers, printers, and so on. In order to understand computers, we should begin with terminology. At a very basic level, one needs to understand that a desktop computer has a CPU, which is a “computer processing unit,” attached to a screen, a keyboard, a mouse, maybe speakers, a printer, a scanner, and whatever else. Residing inside the CPU is the power. The software programs are responsible for making the hardware work.

      DEFINITIONS

      
        	Analog: Analog transmission is a method of conveying voice, data, image, signal, or video information using a continuous signal that varies in amplitude (figure 19.1), phase, or some other property in proportion to that of a variable. It could be the transfer of an analog source signal using an analog modulation method such as FM or AM, or no modulation at all.

        	ASCII: The American Standard Code for Information Interchange (ASCII) is the standard for computers, and information is available at www.theasciicode.com.ar.
          Examples:

          
            	01000001     A

            	01000010     B

            	01000011     C

            	01000100     D

            	01000101     E

            	01000110     F

            	01000111     G

          

        

        	Bandwidth: Bandwidth refers to the carrying capacity of any given communications system through some type of cable (copper, coaxial) or fiber optic.

        	Bluetooth: Technology used for communication between Bluetooth-compatible devices (Bluetooth, 2018). These connections allow for short-range connections between desktops and laptop computers, digital cameras, scanners, cellular telephones, and printers (Bluetooth, 2018).

        	Cable Types:
          
            	Coaxial Cable: Coaxial cable is what cable television companies use to get their signal out to the homeowner buying cable television. Cable television companies also sell Internet service via the coaxial cable. There are usually, like DSL, different levels of service (typically based on the speed of connection). Sometimes Internet service is bundled with the cable television service. Some cable television providers are also providing telephone service as well to compete with the local phone companies. The cable must be run from the cable television office to the home or business office in order to provide service. A cable modem must be provided either by the cable television company or by the person receiving the service.

            	Copper: Copper cable is the most prevalent cable available in the United States. The majority of U.S. households have copper cable run to their house so the landline telephone in their house can work. The Internet can also run on this type of cable. DSL will run on copper cable as long as the line has been properly conditioned. The site must have a DSL modem provided by the local service provider. In urban and suburban areas, copper cable and closeness to a telephone central office have assisted in the ability to have broadband Internet connections for the public and businesses. In rural areas, the distance of the cable from a central office to someone’s home or business has caused problems with broadband. It is expensive, and the Internet line will degrade the signal the farther it gets from the central office or the DSLAM (Digital Subscriber Line Access Multiplexer) located in the neighborhood. This is why many rural areas depend on dial-up or satellite Internet service. Dial-up is extremely slow. Satellite Internet service is expensive, and if you live in a part of the country with snow or cloud cover at times, satellite can be problematic as well. According to a 2015 Pew Research Center report, broadband adoption for Americans is at 67 percent (Horrigan & Duggan, 2015, p. 7). Those who do not have broadband in the home based on this report state it is due to price sensitivity (Horrigan & Duggan, 2015).

            	Fiber Optic Cable: Fiber optic cable is made up of super thin filaments of glass or plastic that can carry beams of light (Fiber Optic Cable, 2018). Fiber optic cable is less susceptible to noise on the line than copper and has faster transfer speeds (see figure 19.1). It is connected with multiplexers.

          

        

        	Digital: A bit is an abbreviation for binary digit, which is the smallest unit of information in a computer. A bit is represented by the number 1 or the number 0, which corresponds to the states on or off, true or false, and yes or no.

        	Digital Subscriber Line (DSL): A Digital Subscriber Line (DSL) transfers data over regular phone lines for connection to the Internet (DSL, 2018). DSL provides a much faster connection speed than a regular phone line or POTS (Plain Old Telephone Service).

        	Ethernet: The standard way to connect computers on a network over a wired (CAT6) connection (Ethernet, 2018). This wired connection provides a simple interface that connects multiple devices such as computers, routers, and switches (Ethernet, 2018).

        	Server: A server provides information to computers that connect to it. When users connect to a server, they can access programs, files, and other information from the server. Examples of common servers are web servers, mail servers, and LAN (local area network) servers. A single computer can have several server programs running on it (Server, 2018).

        	Wi-Fi: Short for “Wireless Fidelity.” Wi-Fi refers to wireless networking technology that allows computers and other devices to communicate over a wireless signal typically based on being within a given antenna location to the device (Wi-Fi, 2018).

        	WiMAX: WiMAX is a wireless digital communications system that is intended for wireless “metropolitan area networks.” WiMAX can provide broadband wireless access up to 30 miles for fixed stations and three to 10 miles for mobile stations.

        	Wireless: The wireless card transmits to a wireless router, which is based on the Wi-Fi standard and is location specific. Wireless routers are connected to the network via a modem, which provides Internet access to anyone connected to the wireless network (Wireless, 2018).

      

      
        [image: ]

        FIGURE 19.1 Analog frequency

      
      INFORMATION TECHNOLOGY AND LIBRARIES

      In today’s libraries information technology is a large part of the service that is provided to the patrons. Computers are part of the tools that librarians provide to the patrons to work in libraries. What kinds of information do librarians provide on computers?

      
        	1. Access to the Internet

        	2. Access to patrons’ e-mail

        	3. Ask a Librarian via chat, e-mail, or instant message (IM)

        	4. Commercial databases

        	5. Digital branch

        	6. Digital reference

        	7. Educational software

        	8. Games

        	9. Government information—federal, state, local, international

        	10. Homework resources

        	11. Interlibrary loan (ILL) software

        	12. Online public access computer (OPAC)

        	13. Social networking

        	14. Software programs for word processing, spreadsheets, and the like

      

      The preceding list is by no means complete, and all of us can come up with many other things we could access electronically. There was a time when computers were in libraries but only the librarian had access to the databases and was able to search them. Things have changed since the 1990s.

      Computers and their paraphernalia take up space in a library, but software and databases in many ways save space. How? Reference collections are almost nonexistent because virtual reference collections available through multiple vendors make the print versions obsolete (Johnson, Finley, & Sproles, 2015). Current U.S. federal and state government information is available online. Federal government information prior to 1994, however, is generally still in print. The biggest public misconception is that everything is on the Internet. That is just not so. Issues of copyright, concerns over intellectual property, and the time and resources needed to digitize materials are barriers to putting everything online. Books and some reference information are still necessarily in print. Be careful not to get rid of something unless it truly is available 100 percent online and in a digital format.

      Hardware Issues

      Computer hardware lasts a while but is constantly being upgraded. With the reality of library budgets (academic, public, and special), it probably is not surprising to hear that most libraries do not replace the hardware unless they have to. In the most recent survey of public libraries, the majority of libraries do not have a replacement or addition schedule (Bertot, McClure, Wright, Jensen, & Thomas, 2009, p. 19). Those libraries that do upgrade and replace their computers do so on a four-year replacement cycle (Bertot et al., 2009, p. 19). When medium-sized libraries were surveyed in the summer of 2009, the replacement cycle for the majority was also at four to five years (Velasquez, 2010).

      Due to space issues, most public libraries are out of space and unable to add any public access Internet-connected computers. Another factor in this decision is the placement of infrastructure, such as electrical outlets, plus telecommunications and adaptability of the building—whether it would be easy to convert it for more technology.

      Facilities and Information Technology

      Library directors who lead and manage libraries must have the ability to renovate and adapt a building to handle information technology. The role of the library director became very clear during the interviews that were done for a project completed in 2007 (Velasquez, 2007). When dealing with information technology and libraries, the directors or deans had adapted the building in some way or built a new facility. The adaptation can include expanding the facility or just finding new ways to add electrical and telecommunications outlets. Many buildings that academic and public libraries inhabit were built between 1900 and 2000. Buildings built prior to 1995 were not adequately planned with technology and computers in mind.

      Electricity

      When many of our libraries were built, the last thing the architects had in mind or even considered was computers and the resulting technologies that go along with them. That being said, the one thing that can be sparse is electricity and the corresponding outlets. Printers take more power than computers and scanners. Copiers also take more power. What does that mean? The power load that a printer or copier pulls from an electrical circuit is larger than that for a computer. This electrical load becomes a problem, especially when an electrical panel has already been placed that can handle only a certain number of computers, printers, copiers, and all the other technical paraphernalia that go with a library or an academic library commons. It may become necessary to add another electrical panel eventually, which can be expensive in the short run but in the long run is an investment in the library’s future expansion plans as more and more computers, laptops, printers, and the like are brought into the library.

      THE INTERNET IN THE PUBLIC LIBRARY

      Computers and the Internet have changed the public library’s role in the community and society. The public library has had to adapt to the technological revolution that has been ongoing in society and culture since the 1980s. Research suggests that public libraries did not overwhelmingly embrace computers or the Internet until after 1997 (Bertot, McClure, & Zweizig, 1996). In this instance “connected to the Internet” may mean either a staff or public access computer.

      Public and academic libraries currently need to deal with two difficulties: bandwidth and keeping up with the technology available for PCs and Macs. Public libraries do not usually have Apple technology, so the worry there is just keeping up with PC technology, which changes every 18 to 24 months.

      After 1997 the adoption of the Internet and connecting to the Internet through a public access computer were rapid in public libraries. Table 19.1 shows the average number of computers per public library. This includes all types of public libraries no matter where they are located—rural, suburban, or urban. According to the results of the surveys, suburban and urban libraries tend to have a greater number of computers than the rural libraries. Again, given the financial standings of these libraries, this makes sense. As can be seen in the table, from 2010 to 2016 the number increased slightly from 15 to 18 computers per library (IMLS, 2010–2016, Table 12).

      TABLE 19.1 Public access computers (2010–2016)

      
        
          
            	
               

            
            	2010
            	2011
            	2012
            	2013
            	2014
            	2015
            	2016
          

        
        
          
            	
              Average Number of Public Access Computers per Public Library

            
            	
              14.9

            
            	
              15.9

            
            	
              16.4

            
            	
              16.8

            
            	
              17.2

            
            	
              17.8

            
            	
              17.8

            
          

        
      

      SOURCE: IMLS (2010–2016), Table 12.

      TECHNOLOGY

      It is impossible to keep up to date with how fast technology changes. The best the library can do is update the hardware every four to five years and keep the software as up to date as possible. When discussing PCs in public or academic libraries, the most important aspect of software is virus detection to make sure the computer is kept bug free. Public access computers will have many different people on them in one day using files that came from who knows where. Good virus protection will go a long way toward protecting the network, the servers, and the PC.

      Whatever software that is determined to be on the computer is up to the management and the cost of the software. There are many choices, including open access. There are also places to purchase software at a reduced price for libraries, so make sure to check out all the options before purchasing anything.

      Using Apple Macs in an academic environment usually receives a big thumbs-up from the student body. Undergraduates are familiar with Apple hardware and software from their K–12 experience because Apple has donated equipment to schools nationally and worldwide. About the type of hardware or software: accommodate everyone, and do not have one type of computer or software at the expense of another.

      Software

      Although Microsoft has cornered the market on software, especially in the corporate and government worlds, there are other options, including open access as mentioned earlier. As far as browsers are concerned, a Microsoft browser is not the only option, and having open access options is always a wise idea. Using different browsers (i.e., Mozilla Firefox, Google Chrome, or Apple Safari) is good because each one has strengths and weaknesses, depending on what it is being used for.

      Bandwidth

      As mentioned earlier, bandwidth refers to how much data can be transmitted on the line (copper, coaxial cable, or fiber optic). In the 1980s and 1990s, most of us were using dial-up, so we were stuck with modems that only transmitted small packets of information at 56K, or 56 kilobits per second (tables 19.2, 19.3, and 19.4). This is extremely slow in today’s terminology. Many home Internet users have either DSL (digital subscriber lines) from their telephone company or cable modems from the cable company, which can have varying speeds. A digital subscriber line, or DSL, runs on a T1 line on copper, coaxial, or fiber optic at 1.544 Mbps. Cable modems can run on coaxial cable at 512 Kbps to 52 Mbps, and this can be used by a home or business user.

      TABLE 19.2 Data measurement chart

      
        
          
            	DATA MEASUREMENT
            	SIZE
          

        
        
          
            	
              Bit

            
            	
              Single Binary Digit (1 or 0)

            
          

          
            	
              Byte

            
            	
              8 bits

            
          

          
            	
              Kilobyte (KB)

            
            	
              1,024 Bytes

            
          

          
            	
              Megabyte (MB)

            
            	
              1,024 Kilobytes

            
          

          
            	
              Gigabyte (GB)

            
            	
              1,024 Megabytes

            
          

          
            	
              Terabyte (TB)

            
            	
              1,024 Gigabytes

            
          

          
            	
              Petabyte (PB)

            
            	
              1,024 Terabytes

            
          

          
            	
              Exabyte (EB)

            
            	
              1,024 Petabytes

            
          

        
      

      SOURCE: Wu (n.d.), www.wu.ece.ufl.edu/​links/​dataRate/​DataMeasurementChart.html

      TABLE 19.3 Connection speed chart

      
        
          	INTERNET TECHNOLOGY
          	DATA RATE
            (per second)

          
          	DATA RATE
            (per second)

          
          	DATA RATE
            (per second)

          
          	DATA RATE
            (per second)

          
        

        
          	
            28.8K Modem

          
          	
            28.8 Kbps

          
          	
            28,000 bits

          
          	
            3,600 Bytes

          
          	
            3.5 Kilobytes

          
        

        
          	
            36.6K Modem

          
          	
            36.6 Kbps

          
          	
            36,000 bits

          
          	
            4,575 Bytes

          
          	
            4.4 Kilobytes

          
        

        
          	
            56K Modem

          
          	
            56 Kbps

          
          	
            56,000 bits

          
          	
            7,000 Bytes

          
          	
            6.8 Kilobytes

          
        

        
          	
            ISDN

          
          	
            128 Kbps

          
          	
            128,000 bits

          
          	
            16,000 Bytes

          
          	
            15 Kilobytes

          
        

        
          	
            T1

          
          	
            1.544 Mbps

          
          	
            1,544,000 bits

          
          	
            193,000 Bytes

          
          	
            188 Kilobytes

          
        

        
          	
            DSL

          
          	
            512 Kbps to 8 Mbps

          
          	
            8,000,000 bits

          
          	
            1,000,000 Bytes

          
          	
            976 Kilobytes

          
        

        
          	
            Cable Modem

          
          	
            512 Kbps to 52 Mbps

          
          	
            53,000,000 bits

          
          	
            6,625,000 Bytes

          
          	
            6,469 Kilobytes (6.3 MB/sec)

          
        

        
          	
            T3

          
          	
            44.736 Mbps

          
          	
            44,736,000 bits

          
          	
            5,592,000 Bytes

          
          	
            5,460 Kilobytes (5.3 MB/sec)

          
        

        
          	
            Gigabit Ethernet

          
          	
            1 Gbps

          
          	
            1,000,000,000 bits

          
          	
            125,000,000 Bytes

          
          	
            122,070 Kilobytes (119 MB/sec)

          
        

        
          	
            OC-256

          
          	
            13.271 Gbps

          
          	
            13,271,000,000 bits

          
          	
            1,658,875,000 Bytes

          
          	
            1,619,995 Kilobytes (1.5 GB/sec)

          
        

      

      SOURCE: Wu (n.d.), www.wu.ece.ufl.edu/​links/​dataRate/​DataMeasurementChart.html

      TABLE 19.4 Data comparison chart

      
        
          
            	KILOBITS (KBPS)
            	BITS (BPS)
            	MEGABITS (MBPS)
            	BYTES (BPS)
            	KILOBYTES (KBPS)
            	MEGABYTES (MBPS)
            	MINUTES ON 650 MB CD
            	MINUTES ON 4.7 GB DVD
          

        
        
          
            	
              28

            
            	
              28,000

            
            	
              0.028

            
            	
              3,500

            
            	
              3.41

            
            	
              0.00334

            
            	
              3,245

            
            	
              24,031

            
          

          
            	
              30

            
            	
              30,000

            
            	
              0.030

            
            	
              3,750

            
            	
              3.66

            
            	
              0.00358

            
            	
              3,029

            
            	
              22,429

            
          

          
            	
              56

            
            	
              56,000

            
            	
              0.056

            
            	
              7,000

            
            	
              6.83

            
            	
              0.00668

            
            	
              1,622

            
            	
              12,015

            
          

          
            	
              80

            
            	
              80,000

            
            	
              0.080

            
            	
              10,000

            
            	
              9.76

            
            	
              0.00954

            
            	
              1,135

            
            	
              8,410

            
          

          
            	
              100

            
            	
              100,000

            
            	
              0.100

            
            	
              12,500

            
            	
              12.20

            
            	
              0.01192

            
            	
              908

            
            	
              6,728

            
          

          
            	
              150

            
            	
              150,000

            
            	
              0.150

            
            	
              18,750

            
            	
              18.31

            
            	
              0.01788

            
            	
              605

            
            	
              4,485

            
          

          
            	
              200

            
            	
              200,000

            
            	
              0.200

            
            	
              25,000

            
            	
              24.41

            
            	
              0.02384

            
            	
              454

            
            	
              3,364

            
          

          
            	
              300

            
            	
              300,000

            
            	
              0.300

            
            	
              37,500

            
            	
              36.62

            
            	
              0.03576

            
            	
              302

            
            	
              2,242

            
          

          
            	
              500

            
            	
              500,000

            
            	
              0.500

            
            	
              62,500

            
            	
              61.03

            
            	
              0.05960

            
            	
              181

            
            	
              1,345

            
          

          
            	
              800

            
            	
              800,000

            
            	
              0.800

            
            	
              100,000

            
            	
              97.65

            
            	
              0.09537

            
            	
              113

            
            	
              841

            
          

          
            	
              900

            
            	
              900,000

            
            	
              0.900

            
            	
              112,500

            
            	
              109.86

            
            	
              0.10729

            
            	
              100

            
            	
              747

            
          

          
            	
              1,000

            
            	
              1,000,000

            
            	
              1.000

            
            	
              125,000

            
            	
              122.07

            
            	
              0.11921

            
            	
              90

            
            	
              672

            
          

          
            	
              2,000

            
            	
              2,000,000

            
            	
              2.000

            
            	
              250,000

            
            	
              244.14

            
            	
              0.23842

            
            	
              45

            
            	
              336

            
          

          
            	
              4,000

            
            	
              4,000,000

            
            	
              4.000

            
            	
              500,000

            
            	
              488.28

            
            	
              0.47684

            
            	
              22

            
            	
              168

            
          

          
            	
              5,000

            
            	
              5,000,000

            
            	
              5.000

            
            	
              625,000

            
            	
              610.35

            
            	
              0.59605

            
            	
              18

            
            	
              134

            
          

          
            	
              10,000

            
            	
              10,000,000

            
            	
              10.000

            
            	
              1,250,000

            
            	
              1,220.75

            
            	
              1.19209

            
            	
              9

            
            	
              67

            
          

          
            	
              15,000

            
            	
              15,000,000

            
            	
              15.000

            
            	
              1,875,000

            
            	
              1,831.05

            
            	
              1.78814

            
            	
              6

            
            	
              44

            
          

          
            	
              30,000

            
            	
              30,000,000

            
            	
              30.000

            
            	
              3,750,000

            
            	
              3,662.10

            
            	
              3.57628

            
            	
              3

            
            	
              22

            
          

        
      

      SOURCE: Wu (n.d.), www.wu.ece.ufl.edu/​links/​dataRate/​DataMeasurementChart.html

      One way to think about bandwidth is to consider how quickly patrons would like instant access to the Internet and its results. When a computer program is turned on, how quickly it loads can be of concern to a patron or a staff member. How fast the e-mail or web page loads is of concern to the patron. That is how bandwidth is measured. Whether the library is using desktop personal computers, wireless laptops, or patrons’ personal computing solutions (smartphones, tablets, or laptops), the speed with which the different Internet browsers respond is a direct correlation to the bandwidth available in the library. If every desktop PC for patrons is in use, if there is a full house of laptops in use (both library and patron owned), and if staff computers are all running, the computers are going to be slower because the traffic is higher. It is similar to traffic during rush hour. The more traffic on the freeway or interstate, the slower it is. Add in an accident, and it is a snail’s pace. If the traffic speeds up because there are fewer users, the browsers will speed up as well. The speed will correlate to the number of users and the bandwidth the library has available connected to the server and modems (i.e., the network).

      Network

      Within the library computer infrastructure, computers are “networked” together through Ethernet cables, servers, routers, and hubs. Depending on how the network is built, there can be wired connections with Ethernet cables and Wi-Fi connections. In some cases, both can be connected to the same network. At a university, there will be a plethora of servers, switches, hubs, and Ethernet cables that connect everything together. It will also include wireless points that will have wireless repeaters that provide access to the network (Network, 2018). This is what is called a local area network (LAN; Local Area Network, 2018).

      A wide area network (WAN) will encompass other locations around a country or even the world that are connected over the Internet (Wide Area Network, 2018). A company WAN uses authentication, firewalls, and other security measures to verify that users can have access to the information they are seeking through the Internet.

      Servers

      The servers in an academic or public library are where the programs reside for the library. For instance, the integrated library system (ILS) usually has its own server because it is a large program and includes the catalog. The ILS will, depending on the vendor, be made up of modules that can include the catalog, circulation, acquisitions, serials, and so forth. Commercial databases from the different vendors can reside on the same server and will sometimes be collocated with the ILS if there is room and the hard drive on it is partitioned. “Partitioned” means that the hard drive can be divided into separate spaces that will not encroach into other areas.

      The biggest problem with servers is that, like other types of computers, at times they will fail. Unfortunately, servers are more expensive than PCs because the hard drives are larger and backup needs to be done nightly. Also, a battery backup should be running on the server so that if the community does lose electrical power, the server will at least not power down suddenly and potentially get overheated and lose data unexpectedly. Computers are delicate despite how most of us treat them. Making sure a server is powered down correctly can save data and extend the life of the server.

      INFORMATION TECHNOLOGY DEPARTMENTS

      Large academic, public, and special libraries may have their information technology needs dealt with by an Information Technology Department (IT department). IT departments are responsible for all the computing, hardware, and software that a university, city or county, or company purchases. Some public libraries are independent entities, depending on the way they are set up through the taxing authorities in their particular city or county, but for this section let us assume that large public libraries deal with an IT department.

      An IT department will have a chief information officer or an IT manager at the head of the department and will have budget authority while reporting to the finance department. All expenditures will need to be approved up to a certain dollar amount, depending on the policies and procedures of the department. Some IT departments allow minor upgrades and small purchases to be made without approvals, but anything over a couple of thousand dollars will need to be approved by the head of the department.

      Along with computers, the printers and copiers are typically under the purview of the IT department, along with any issues relating to software or hardware that individual staff members may have with their computers. Major upgrades to computer software and hardware are typically handled through the city budgeting process when the money is available. The only time major upgrades are done outside that process is if there is grant money available through an outside agency, such as a state library with Library Services and Technology Act (LSTA) money or some other funding agency.

      CLOUD COMPUTING

      Backing up computers, storing data, and other computing tasks can be taken completely off-site or off-premises to a third-party vendor that has a group of computers and servers that can handle files more cheaply or inexpensively than adding more hardware to an organization’s own IT profile—theoretically. According to the National Institute of Standards and Technology (NIST), cloud computing is

      
        a model for enabling ubiquitous, convenient, on-demand network access to a shared pool of configurable computing resources (e.g., networks, servers, storage, applications, and services) that can be rapidly provisioned and released with minimal management effort or service provider interaction. (Badger, Grance, Patt-Corner, & Voas, 2012)

      

      According to the NIST, there are “five essential characteristics, three service models, and four deployment models” (Badger et al., 2012). The characteristics are “on-demand self-service, broad network access, resource pooling, rapid elasticity, and measured service” (Badger et al., 2012). The three service models are “Infrastructure as a Service (IaaS), Platform as a Service (PaaS), and Software as a Service (SaaS)” (Badger et al., 2012).

      Deployment is distinguished by the NIST as the type of cloud service that the organization purchases. This service is described as a private, public, community, or hybrid cloud. A private cloud has only one organization within it. Public clouds have many people or organizations or both. Community clouds provide “cloud infrastructure to several organizations sharing the same mission, security concerns, compliance requirements, etc.” (Brender & Markov, 2013, p. 727). A hybrid cloud is a mix of cloud infrastructures (private, public, and community; Brender & Markov, 2013).

      When considering information governance concerns and cloud computing, information risks rate extremely high. Information security is considered the highest on the list for organizations, and chief information officers (CIOs) almost always rank it as number one. Whether the information or data is in the cloud or on servers within the corporation, it is always vulnerable to hacking and security risks, but who is responsible for it is a different issue. When a third party has responsibility for your organization’s data and information, there must be assurances within the contractual obligation that everything that can be done is being considered. If nothing else, the contract when signed should have the same security measures that would be done in-house.

      User access can be something everyone forgets about. Who has access to the data in the cloud? Just your staff? Or do customers have access to the data as well? Remember that disgruntled employees and those we let go due to poor performance may still have a log-in and password and can think about going into the cloud and deleting all of the information and data stored. This security risk is the kind of data and information damage that many corporations and organizations of all shapes and sizes do not even consider but is at risk.

      Another risk is if someone steals the credentials of a customer who has access to account information. There must be remediation solutions that revolve around how to fix the situation: having strong authentication and password processes, no shared accounts, and good understandings of service-level agreements (Brender & Markov, 2013, p. 728).

      Depending on where in the world an organization is located, regulatory compliance could have data protection laws. The European Union has enacted strict data and privacy protection laws. The laws the cloud organizations fall under will depend on where they are located. Different jurisdictions have different laws—for example, in the United States there are concerns regarding the USA PATRIOT Act, the USA FREEDOM Act, and how financial data can be confiscated by the FBI. Also, there can be concerns if the country where the data reside is not stable politically.

      When a case goes to court for any reason, there will be a discovery phase in which each attorney goes after the information the other party has in its possession. Because many of us now have electronic files and documents, this is called e-discovery. In the pre-trial collection of discovery, the lawyers will assume that both parties will know where all the data reside—wherever that is in the world—and that the appropriate parties will have access to it. The data will be secured and backed up, and each party will know (exactly) where the data are located. The assumption regarding the data goes farther—that the storage media for deleted files will be able to be examined. This situation makes the cloud almost an untenable situation for certain circumstances. Consider carefully whether or not some data may be better off in the company’s location rather than the cloud.

      Disaster recovery for cloud services can be difficult. There have been situations in which the cloud vendor has been out of service for a couple of days due to power outages or acts of nature. These situations will occur. At these times, the organization will be without access to the records stored in the cloud. It may be wise to make sure critical business processes are not the ones in the cloud unless it is a backup situation.

      Long-term viability of the cloud vendor must also be considered. Many cloud providers use proprietary formats for applications, programming interfaces, data import and export, the storage of server images for disaster recovery, and so on (Brender & Markov, 2013, p. 729). There have been cases in which cloud providers have gone bankrupt or have been acquired by another enterprise. In either case, getting the files back can be problematic, and the organization should make sure this is covered in the agreement signed.

      Another way to make sure the cloud provider is doing well is to do periodic checks on the provider’s financial viability to make sure there are no issues, just as most enterprises would do with any other vendor with which they do long-term business. Backing up files of data and applications to local servers would not be a bad idea on the off chance that the cloud provider went under or some other issue arose.

      BIG DATA

      What is big data, and why is it such a big deal? Well, first there needs to be a definition. Guess what? That is easier said than done. There was one in a book entitled Big Data: Opportunities and Challenges by John Morton, Brian Runciman, and Keith Gordon (2014) and even they said that finding a definition was difficult. Finally, the authors acknowledged that there was no commonly accepted definition of big data but that there were five characteristics in which the data will be defined in combination (Morton, Runciman, & Gordon, 2014, pp. 4–5):

      
        	• Volume: The amount of data to be stored and analyzed is considered large enough to require special considerations.

        	• Variety: Multiple data sources exist.

        	• Velocity: Data produced at high rates and operating on “stale” or “old” data is not valuable.

        	• Value: Data has a perceived or quantifiable benefit to the organization using it.

        	• Veracity: Correctness of the data can be assessed.

      

      Big data has not come up largely in records management literature except for saying that it needs managing. Although data have been around for decades, the huge confluence of devices is creating huge amounts of data at one time. Everyone’s mobile or cell phone creates at least 1–5 MB of data a day, if not more, depending on how actively one is calling, texting, using the Internet, and so on. The mobile companies want to be able to mine that data to find out what their users are doing so they can have more targeted marketing and fashion their products to be more conducive for all of us to spend more money. That is where the data scientists and analysts come in, to crunch the data to find out what we have all been doing.

      WHAT DOES TECHNOLOGY HAVE TO DO WITH MANAGEMENT?

      If someone becomes a dean or a director of a library, that person will have to manage the technology that comes with the library. Usually there is someone on the staff who is responsible in the larger academic and urban libraries. In medium-sized public libraries, there may be someone who has knowledge about information technology as well as responsibility for it. In medium-sized academic libraries, there is usually an information technology department, but sometimes the IT department works in tandem with the library. In smaller libraries, both academic and public, it may be that the library is responsible for its own technology even if there is no one on staff who knows anything about it. In those cases, a consultant may come in for the big jobs, such as loading new software or adding new computers, but the day-to-day stuff is up to the librarians. Sometimes the director or dean becomes the ad hoc IT person because no one else has either the time or the desire.

      Managing the technology means that the dean or director has to understand what all the jargon means and how it applies to the library. What is our bandwidth? Do we have enough bandwidth for the number of computers, printers, wireless routers, and patrons? Can we afford more? Do we want more, and can we handle more with the staffing levels we have? What does all of this cost? Is the cost going up?

      Managing technology is not limited to what is owned by the library. In recent years, public libraries have increasingly dealt with questions from users regarding how to set up e-readers, the need to establish social media accounts, and other concerns regarding personal technologies. What role does the library play in all of this? Do libraries have the time and resources to act as the trainers and technology support for the wider public? These are not easy questions, but they are part of supervising and managing public-facing departments.

      The management of the technology is not easy. There are many hard questions, and patrons always want more. Many patrons do not understand why there are not more computers, databases, printers, and what have you. Unfortunately, the word on the street is that everything patrons need is on the Internet. Our job is to make patrons understand that no, unfortunately, not everything is on the Internet, and many times the places that they go for information are not authoritative sources with good information. Our job is to provide great customer service and to help patrons find the authoritative source with that great information.

      
        Case Study

        Managing information technology is no picnic, although the Friends of the Library have recently donated 10 new personal computers and a color, high-speed laser printer. This means the library needs to expand its public access computer space and has come up against a roadblock. There is no place to run additional telecommunications Ethernet cabling, and the electrical panel is full up. Additionally, because the electrical panel is full up, there are no electrical outlets available out on the floor. There are no desks and chairs for the new computers, either. The electrician looks extremely stressed, as does the director.

        Come up with some way to temporarily run the cable to put in 10 public access computers and a printer.

        Solve the following problems:

        
          	1. Figure out a way to pay for new desks and chairs for the computers.

          	2. How can electrical and Internet outlets be run in the building without totally disrupting normal service?

          	3. How can the electrical panel issue be dealt with? Is there a way to temporarily provide power while a new panel is put in?

          	4. Figure out when the new computers are going to be imaged by IT.
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      CHAPTER 20

      Project Management

      Diane L. Velasquez

      Wherever we end up working, projects become a fact of life. Project management enables us to manage projects in a systematic way. Some projects are small; others, big. No matter the size, the way project management is set up will enable a project to be dealt with systematically and with minimal problems. Not all projects are successful, and one must be prepared for that; however, knowing that managing the process will assist in making the project run smoother is something all of us can benefit from. This is a very basic way to manage a project.

      PROJECT MANAGEMENT LIFE CYCLE

      The project management life cycle is based on the Project Management Body of Knowledge (PMBOK) Guide. PMBOK is one of the guides that show how project management should and could be organized. Another framework is Projects in Controlled Environments (PRINCE2), which tends to be used in the United Kingdom.

      What Is Project Management?

      According to the Project Management Institute (PMI; 2017, p. 10), project management is the “application of knowledge, skills, tools, and techniques to project activities to meet project requirements.”

      Project Management and Change

      Project management will change the way in which the organization works. This is guaranteed because projects bring change. The one thing change also brings is resistance to change. Unless there is buy-in at the highest and lowest levels, most people are not fond of change. There are those of us who love change, but we are few and far between. Stakeholders will need to be supportive of the change that is occurring because it is necessary for the organization to move to the next level.

      Project Charters

      There are different names for project charters—project proposal, concept paper, brief, high-level plan, and statement of work. These are all the same thing. The project planning documents can be called many things, and all are fine.

      PROJECT SCOPE

      Project scope is a project’s parameters and is a detailed description. The scope should describe and identify all major deliverables and any major boundaries.

      Linton (2014) stated that the project scope is the “what” and the objects are the “why” in the project management plan, which explains why both are important to the project as a whole (p. 133). The deliverables in the project plan are listed in the scope. Every project is different, so here is an example of a scope:

      
        Assessment and evaluation of Canadian Public Library Websites—deliverables are 25 Canadian public library websites assessed and evaluated through a spreadsheet protocol and a 1500–2000 word literature review on assessment and evaluation of websites. (Velasquez, 2018)

      

      The scope of each project can have different levels of detail. Each industry can have approaches that are unique to its particular situation. For instance, how the telecommunications industry writes up a project plan and scope would be vastly different from how the mining industry does it because the telecom industry provides a service and mining, a product.

      Scope Creep

      Scope creep is the tendency for a project to extend beyond its initial boundaries and deliverables. Many project scopes may have collecting requirements that will define and document the needs of the stakeholders of the project. Some clients may have specific processes that need to be met. Along with processes the clients may also have particular reporting procedures they want done.

      There are many reasons for scope creep. Many of them can be controlled by the project manager (PM). The biggest one is the use of imprecise language by the PM and client, such as nearly, optimum, approximately, and so on. It is always best to say exactly what the requirements are for a project. Many times scope creep occurs because of the belief that value is being added by exceeding the original scope—this is also called gold plating. The project scope is a way to keep the project in check and to allow a PM to tell a client, “No, I’m sorry, that is not in scope.”

      The change order process is necessary to keep scope creep under control. If there is no process or procedure, the change process will cause scope creep that will be out of control. Many times scope creep occurs because there is poor requirements analysis. Another cause is underestimating how complex the project really is. The best way to look at scope is to break it down into the smallest tasks possible so that there are no surprises at the end of the project when you discover something was inadvertently missed.

      One of the most common causes of scope creep is poor communication between the parties involved in the project. Poor communication causes more problems in organizations but especially in projects. It is important that everyone knows what is going on with the project, what tasks are being done when, and who is responsible for what tasks. Again, having no surprises is always a good goal.

      Some clients try to get something for nothing by adding to the project scope. Again, the ability of the PM to say no is key. A weak project manager or sponsor can hurt the project because the client will be able to convince the PM to do things he should not. It is imperative that there is an order, pattern, or structure for the way projects are completed. If they are not completed in a logical order, they can fail.

      The effects of scope creep on the budget, time, resources, and quality of life will all be detrimental. The budget and schedule will not be pretty. The quality of life of the PM will not be fun because that person will be spending all her time at work.

      Change Requests

      A change request is something the owner or organization puts in to change the project. The change request usually impacts costs, scope, resources, and time. The request can impact one or all four of the previously mentioned items. Let us say there is a PM in charge of building a huge building complex and the owner has decided he wants two power points on every wall in each office instead of one power point and two CAT6 plugs for technology instead of one on every wall. This change means that more wire will need to be run for electrical and CAT6 (IT network). Much more time, money, and resources will need to be used, and the electrical panel and the telecommunications panel will be need to be increased. The major things that need to be figured out are the number of copiers and printers and what the electrical load will be because those factors will have an impact on the amperes that will be needed.

      PROJECT PLANNING

      Project planning involves setting up the contents of the project management plan along with time schedules, organizational policies and procedures, project management tools and methodology, planning templates, industry standards and regulations, knowledge from past projects, and expert judgment and advice (Linton, 2014). All the items noted can be used in the project planning process to make sure that all aspects of the project are considered and dealt with in the best way possible.

      Initiating

      When the project begins, that is the initiation of the project. Although it is an important step, it is typically a quick one that begins with the first project meeting of all stakeholders. This is where the organization determines that the management will be making a commitment for the project to move forward. A commitment involves resources (people, materials, buildings, land, money, etc.) and time (days, weeks, months, years) for the project to come to fruition.

      Planning

      Projects vary in size and scope. Some projects take months or weeks while others take years or even a decade. Consider a project in which multiple skyscrapers will be built in a certain area of New York City or Los Angeles. This project could take years. Or even consider a new hospital being built. These projects are multiple-year projects that take longer to be 100 percent completed. In most cases, multiple time lines are being addressed with hundreds of subcontractors and suppliers. Then add in the labor force needed to complete the job. It takes a professional project manager, or more than one, to complete the job. On the hospital job there will be safety issues as well as the need to add to the risk management side of the job. To reiterate the obvious, this would be a complex project, and I personally would not want the headache.

      Executing, Controlling, and Closing

      When executing something in project planning, you are commencing a task or activity in a phase of the project.

      Controlling refers to managing and measuring the progress of the project. Each aspect of the project should have measurable aspects, such as time, budget, scope, schedule, and other quality objectives. These different objectives should have a goal and specific criteria for determining whether or not it was achieved.

      Closing means bringing the project or a phase of the project in on time and on budget.

      Assumptions

      All assumptions for the project need to be spelled out up front. That way there are no false expectations or unexpected blowups.

      The following should be in your project plan:

      
        	1. An idea or concept—it just needs one.

        	2. State the problem the project is attempting to solve in clear, concise language.

        	3. Identify the goal of the project. This is a statement of intent for the project, and it is just one. The goal should be concise and to the point.

        	4. Objectives are what you will be achieving weekly. The best kinds of objectives are SMART ones (see chapter 6).

        	5. Success criteria determine the success or failure of the project. If the project you are working on does fail, that is fine. Sometimes things happen that are beyond your control (for example, time frames move, unexpected weather issues occur, or the organization decides to cancel the project).

        	6. Milestones are the significant events on a project. Create a milestone list and identify the necessary activities for each milestone. Then set a date when each milestone activity needs to be completed.

        	7. Identify risks that could impact your project. Every project has them, and do not forget to include people-oriented ones.

        	8. Identify what the final deliverable will be. Everyone should have some idea what the final deliverable is and when it should be due.

        	9. Organizational capability (or governance) refers to whether the organization that you are working with can handle the project and whether the project “fits” the business.

        	10. There is a project client for each project. Identify who that person is. That is the person who is accountable for the project and will champion it. If you run into a roadblock, who do you go to for information or help?

        	11. There should be reporting requirements for the client and organization. What have the client and organization requested?

        	12. What have been the issues on the project? Can you see them ahead of time, or as you go through the project, what have they been? These are your roadblocks, challenges, and successes (Hartley, 2009, pp. 88–92).

      

      TIME MANAGEMENT

      According to Schwalbe (2016), time management is “the processes required to ensure timely completion of the project” (p. 223).

      Why Time Management?

      Time management allows the project manager to prioritize work commitments and gives a list of things to be tackled. It also allows for more things to be done in less time. Time is a limited commodity, and good time management allows for more quality work. Good time management allows everyone to have a good work–life balance. Every job has things we do not like to get done; time management forces you to do those things and move on to the things that everyone likes to do.

      Project managers commit to getting a project done in a certain amount of time, and good time management makes sure you deliver on your promise. It helps us to have good discipline.

      Project Scheduling

      When planning the time schedule, include everything that is in the project, no matter how large or small. Every task needs to be defined and then sequenced. In sequencing, all tasks are arranged in the order in which they need to be done. Every task then needs to have a name or team attached to it, even if it is just the project manager’s name.

      Once all tasks and activities for the project are figured out, the resources need to be committed and aligned for each task and activity. For a small project, this step is not as vital. All tasks and activities need to have an estimate for how long they will take. Some will require hours; others, days; some, weeks; others, months; and if it is a huge project like a building, perhaps years.

      When developing a schedule, be realistic. Some people are pessimistic schedulers; others are optimistic schedulers. It is best to be realistic based on real-world experience. There will be delays—due to weather, illness, or other situations that the project manager has no control over. That is part of the fun of doing project management.

      When building the project schedule, as I mentioned earlier, try to be realistic but build some uncertainty into the dates. It is better to have a few days or weeks (depending on the project) of play than to be late. Being late costs money and time, and stakeholders will not be happy at that outcome.

      The project schedule should match the different phases and deliverables. If your project is going to have a building to turn over to your client on January 2, 2025, all your schedules should be built around that date. In fact, I would work backward from that date.

      Risk mitigation should be factored into the schedule. What happens if it rains? What will the crews do in my imaginary building project if there is no roof on the building? Do they go home and miss a day’s work, or is there something else that can be done with staff? Yes, this needs to be considered in the plan. Planning is just that—planning for all contingencies no matter how farfetched it sounds at the time of the plan. Remember that all resources cost money, and people cost money when they show up for work. If people show up to work, they will expect to be paid.

      The dates for the project schedule need to be managed, monitored, and controlled by having an original date, revised dates, and then the actual date the task was completed, no matter how you choose to schedule, be it using Excel, Word, Project, or whatever. In a large, complex project, I would use something like Microsoft Project or some other type of software that has the ability to deal with milestones and changing dates. There needs to be a way to manage the schedule and know when it was revised and then completed.

      Milestones

      According to PMBOK (Project Management Institute, 2017), a milestone is “a significant point or event in a project, program, or portfolio” (p. 711). Given that definition, the milestones for a project should show the important interim outcomes. Most projects will have anywhere from seven to 10 major milestones. Larger projects like my make-believe building project would probably have 30 to 50, or even more.

      Some examples of milestones include delivery dates of materials or other resources; approvals from building authorities, stakeholders, or others; completion of a phase; and sign-off of a major deliverable.

      PROJECT EXECUTION

      Once the project begins and the planning moves to execution, the project starts changing and deviating from the plan (Linton, 2014). As any PM will tell you, once the plan moves into action, things change because there are items that the PM cannot control—weather, people, subcontractors, when resources are delivered, city planning approval, inspectors, and more. It all depends on the size and scope of the project. The execution phase is the longest part of the project.

      During the execution of the project, the PM needs to react and respond to what is going on by:

      
        	• Responding to and resolving issues as they arise

        	• Enacting risk action plans

        	• Managing stakeholder expectations

        	• Managing and implementing change requests (these typically impact budget, resources, and time)

      

      PROJECT PERFORMANCE AND EXPECTATIONS

      Monitoring and controlling the project group is critical in a project management situation. The PM needs to collect and distribute the project performance information so that everyone is able to manage the expectations of the project sponsors and key stakeholders (Linton, 2014, p. 80). Just as with the timetable, all aspects of the project should have expectations and a way to measure those goals and objectives. Knowing whether the project is on track or not is key to making sure the timetable is met and the deliverables are completed.

      Managing stakeholder engagement through communicating and distributing information is necessary for all members involved. Information to be distributed should include all reports, slides, project plans, revisions to any of the project plans or time lines, and anything else necessary to the life of the project. Keeping stakeholders engaged and informed is necessary so that there are no surprises regarding costs, time lines, or resources. Make sure you meet your stakeholders’ expectations (including those of the project sponsor), and address issues as they occur. If the stakeholders must deal with surprises, they will not be pleased by the PM’s and the PM’s team’s performance. A proactive management style in communication and management of stakeholders is always the best way to move forward in this regard.

      COMMUNICATIONS

      With any project, good communication is necessary. There are different aspects of communications that the project manager will need to handle, including dealing with the stakeholders, staff, senior management, vendors, and all the other people who are part of a project, no matter how large or small it may be. If communication is not good, the project could have difficulties being completed on time and on budget.

      Project Communications Management

      Project communications management is needed between different aspects of the project teams. There is the actual project team, which is the Project Manager (PM) and her staff. The sponsor of the project needs to have constant communication about what is going on with the project and be involved in meetings related to project updates. There are stakeholders who are involved in the governance of the project, and this particular group needs to be kept up to date about what is going on with the project. The governing stakeholders will also occasionally need to be involved in meetings. There are other project stakeholders, such as vendors, and external stakeholders, such as representatives from the city or state, who may, on occasion, need to be involved in meetings but also need to be kept up to date regarding their aspect of the project.

      Communication Methods

      Interactive communications are generally the most effective and involve multidirectional interactions between the communicating parties (Linton, 2014). Push communications are one-way communications sent to specific recipients who require the information or message (Linton, 2014). The information in the message is distributed to the parties, but that does not ensure that it was correctly received or understood. Pull communications are a self-service style of communication used for large volumes of information and are the least effective in conveying meaning because they allow access by many unknown stakeholders (Linton, 2014).

      Barriers to Effective Communications

      Language barriers, especially in a multicultural society with different languages, vocabularies, accents, and dialects as well as semantic gaps, can be a huge problem (Linton, 2014). Cultural barriers can create boundaries and separate people from each other in such a way as to prevent understanding (Linton, 2014). Some of these cultural barriers include differing backgrounds, religious beliefs, cultural protocols, culturally specific body language (standing too close to or too far from someone), and expressions. Many times we have personal biases that prevent us from listening to someone different from us. Be extremely careful to be as nonthreatening and kind to others as possible.

      Individual barriers are often expressed as individual prejudices and learned behaviors from previous experiences (Linton, 2014). Some of these individual barriers can include gender, age, religion, ethnic background, socioeconomic status, attractiveness, politics, education, and so on. These barriers are specific to an individual and can be very difficult to identify and overcome (Linton, 2014).

      Organizational barriers are the result of the organizational culture, values, protocols, rules, regulations, and accepted norms and behaviors and can include physical barriers such as team location, physical setup of workstations, access to communication tools, and working facilities (Linton, 2014).

      Interpersonal barriers are generally created by a lack of awareness of things such as nonverbal clues, body language, gestures, postures, and eye contact (Linton, 2014). Other barriers include a lack of empathy and the inability to build rapport, which can lead to a lack of trust (Linton, 2014).

      Attitudinal barriers often result from limitations in physical and mental ability and differences in intellect, understanding, and perceptions, which can lead to a lack of trust and fear of consequences (Linton, 2014). Channel barriers often result from an inappropriate selection of the communication channel or inappropriately structured messages, or both (Linton, 2014). This can lead to poor clarity, accuracy, and effectiveness in the message.

      PROJECT GOVERNANCE STRUCTURE

      According to the Oxford Dictionary, governance is “the action or manner of governing an organization” (Governance, 2017). The idea of governance is the management structure of the organization or project.

      The role of the project sponsor is often unclear and differs considerably within organizations and across industries. The appointment and selection of the right sponsor can have an impact on whether or not the project is a success. It is important that the project sponsor is senior enough within the organization to provide support for the project. Experience is of secondary consideration. The most successful approach is to have a project sponsor with a particular interest in the project.

      The project steering committee, in large or medium-sized projects, is assigned the oversight and governance responsibility for the project. The primary function of a steering committee is to take responsibility for the business issues associated with a project and provide additional senior management support for the project sponsor and PM (Linton, 2014). As with the project sponsor, what the steering committee does varies vastly depending upon the organization and industry.

      According to Linton (2014, pp. 306–307), some of the roles of a steering committee are:

      
        	• Assessing the feasibility and business plan of a project prior to proceeding with planning or execution

        	• Ensuring that the funding and resourcing are supplied to the project based on its overall priority for the organization

        	• Supporting the project sponsor and PM in the execution of the project

        	• Ensuring that the objectives, scope, and requirements are consistent with the expectations of the stakeholder groups they represent

        	• Providing guidance on project business issues and making business-related decisions that impact the project

        	• Assisting with the resolution of issues and management of risks

        	• Supporting the project internally and clearing any roadblocks

        	• Assisting the project sponsor with change control processes and the approval of change requests

        	• Responding to and reconciling conflict and differences of opinion at senior levels that may impact the project

        	• Managing any prioritization conflicts

      

      MONITORING

      As can be deduced from the word monitoring, the PM is responsible for tracking, reviewing, and regulating the project progress toward the objectives and goals that have been set in the project management plan (PMP). The monitoring of the project can be done in a number of ways. The PM is responsible for sharing and distributing the many reports that will be compiled during the course of the project work to the project team, the client, and any stakeholders that have an interest of any kind in the outcome of the project. Monitoring the project takes looking at the reports, documents, and budgets one step farther.

      Assessing and evaluating the progress of the project includes comparing actual cost figures against the budgeted numbers to find out how well the money side is doing. The project manager should be continually assessing the performance of the team, subcontractors, resources, or anything that is being used on the project. The PM should be identifying new issues and risks as they arise. The PM should also be maintaining accurate and up-to-date information about what is happening on the job site and then providing the information to all the stakeholders in status reports.

      The PM is responsible for tracking and reforecasting the progress of the project, which also coincides with revising time lines and costs when there are change orders and requests from the client. The PM also has to monitor all the implementations of the change requests to make sure the changes are occurring as requested.

      Major Outputs

      When assessing and evaluating all the information needed to figure out the status of the project at any point in time, different outputs will be needed. The most important will be any change requests; updates to resources, costs, and schedules; changes to scope; all performance and status reports; and updates to the risk and issue logs. All of the outputs tell the PM what is going on with the project. If any of the information is missing, the PM could be missing vital pieces of information needed in order to make good decisions and to have complete reporting to the stakeholders, project team, and client.

      As mentioned earlier, there are necessary outputs of information that are needed to make good decisions about where the project stands at any point in time. All the flow of work and planning for solving critical problems typically starts with a project review, and part of that review includes an assessment of the original assumptions of the project. Are the original assumptions still valid, or do they need to be changed, tweaked, or redone totally?

      Project Review

      A project review takes all the information mentioned as well as key factors, both technical and business. Are there contingencies that need to be considered? The PM should be looking at the schedule to see where the project is and if it is on track. All the items mentioned earlier need to be checked against the project management plan to make sure the project is moving smoothly. Everything needs to be followed up to make sure all tasks and activities are being done. A report needs to be put together and given to management and all team members. Also a competitive report needs to be done on the company’s closest competitor to find out if the project still makes sense from a profitability point of view. If not, why not? If so, why? If the project should still go forward, the project review should say so.

      Terminating the Project

      What happens if the project review says the project should be terminated? If a project needs to be terminated, it should be done as early in the project plan as possible because this will save time, money, and resources. If possible, salvage as much as possible for other parts of the company or organization to use for something else. A post-mortem meeting should be held to find out why the project failed. In fact, a good portion of projects fail. There should be absolutely no finger pointing about the failure, but everyone should learn from the experience. If the organization spent $10 million on a project that failed, it is hoped that everyone learned something that can be applied elsewhere. Management must clearly explain the reasons why the project is being terminated; otherwise, the grapevine will be full of gossip and innuendo.

      There can be many reasons why a project fails, as shown in the following list. As can be seen, they are in no particular order.

      
        	• Changing customer needs or market

        	• Insufficient emphasis on process

        	• Ineffective leadership by PM

        	• Lack of focus

        	• Lack of intellectual integrity

        	• Lack of professional involvement

        	• Minimal attention by management

        	• Participants not team focused but “I” focused

        	• Poor planning

        	• Selection was overly emotional

        	• Too many barriers to communication

      

      CONTROLLING

      Controlling is all about making sure there is control of the time lines or schedule, budget or costs, and resources for the project. A large project or even a small one can get out of hand quickly if the project time line runs long or the costs get unwieldy. Let us say the library is going to begin a digital library based on some artifacts that were donated many years ago and has decided to spend $200,000 to get it up and running in the next year. The majority of the costs will be technological. Consider there needs to be a server, computers, equipment to digitize materials, metadata standards (typically through software of some kind, either open source or off the shelf), staff, someone to project manage the whole process, and then there is getting the word out to the potential audience. The biggest issue is making sure the time line is adhered to and the costs do not exceed the budget.

      The best way to control costs is to have a change request process that is logged and has to be approved by the project manager. This controls risks from barreling out of control. As mentioned, all the data for costing needs to be forecasted to the best of the accounting department’s ability. Getting accurate quotes on the equipment, software, and whatever else is needed is the key piece to getting great forecasting. Keeping the variances down—making sure costs do not spiral out of control—is also important. The project manager needs to manage the procurement process so that purchase orders are used when resources are bought for the project. Then the PM needs to be monitoring the all-important stakeholder engagement.

      MANAGING RISK

      Inherent risks result from the nature of the project scope and objective (Anspal, 2011). Inherent risks are more difficult to reduce but can be managed, often through a change of scope or in the nature of the project. An acquired risk results from the selected organization, approach, technology, methods, tools, techniques, skills, and experience that are applied to the project (Anspal, 2011). Breaking the project into increments or chunks that deliver successively more operational capacity may significantly reduce risk.

      Contextual risks result from events, circumstances, or interrelationships outside or across the project or a system boundary that impacts aspects of the project (Anspal, 2011). Many times contextual risks are those that cannot be predicted and often are ones that occur due to issues with people. People risks are those that cannot ever be predicted because although many theorists (management, that is) believe that people are rational, they tend to behave emotionally, and that is difficult if not impossible to predict.

      Effective Risk Management

      Effectively managing the risk of a project will take commitment at all levels, from the top levels of the organization and the sponsor all the way through the participants and stakeholders of the project. Anyone not committed to the project will be a dead weight and could be detrimental to the project’s ability to succeed.

      Communication and consultation with all internal and external stakeholders at every stage of the risk management process are essential. Risks can happen anywhere in the process, and everyone has different perceptions. Maintaining good communication and consulting with everyone will ensure that all participants are on the same page at all times.

      Effective systems engineering and project management are essential (depending on the complexity of the project) for managing the risk. The PM’s team should have experience in managing risk in other projects and have a good understanding of what the project team and stakeholders may face as well as the appropriate methods for managing and mitigating the risks.

      Risk ownership is the understanding that every risk identified in the risk register is assigned to a person, role, team, unit, or organization that is best able to manage that risk in terms of experience and responsibilities. The person or entity assigned must have responsibility and authority for managing the risk, which includes the decision-making authority.

      Throughout the project there is a continuous approach to risk management and the risk register. The project team must constantly monitor the project’s risk to assess the effectiveness of the risk management measures, identify any new or changing risks, and develop revised risk treatments as appropriate (Anspal, 2011).

      A partnership approach means that the project stakeholders, including the project team (in-house and contractors), must work closely together to identify and manage all risks.

      An appropriate risk management process means using a proven method that will significantly increase the effectiveness of the risk management process, such as PMBOK or PRINCE2. The use of appropriate and tested methods by experienced managers and team members will build confidence among the project members and will guide the identification and analysis of risks.

      Developing the Risk Management Plan

      With any project, there is the need to have a risk register or log. Risk management plans need to be developed on the chance that something goes wrong or there is an accident on the project. A risk register sets out all the possible risks that can occur on the project with a corresponding determination of the chance of that item occurring. Each item on the risk register is coded as having a high, medium, or low chance of occurring. Then a risk response plan is developed and recorded for dealing with each risk.

      
        	• Processes for compiling the risk register or log

        	• Processes for developing and recording the risk response plan

        	• Overall project risk assessment

        	• Relevant risk standards and methodologies

        	• Risk identification and categorization processes

        	• Risk likelihood and impact assessment

        	• Risk management approaches

        	• Risk monitoring and controlling processes

        	• A specific risk plan for high-priority risks

      

      It is common practice to present the information about each risk in the form of a table. For some projects that are either quite large or medium-sized, the risk logs can become quite large.

      Inputs into the Risk Management Plan

      
        	• Budgeting assumptions

        	• Communications management plan

        	• Cost management plan

        	• Enterprise environmental factors

        	• Lessons learned from previous projects

        	• Organizational process assets

        	• Planning assumptions

        	• Risk categories and definitions

        	• Risk management policies and procedures

        	• Risk management standards

        	• Schedule management plan

        	• Scope statement

      

      Risks

      Many things can cause risk in a project. The following list shows just some that come to mind. There are many more. Poor risk management can cause a project to fail.

      
        	• Inadequate resources

        	• Inappropriate risk management methods and techniques causing ineffective or inefficient risk treatments

        	• Late discovery of a risk, causing increased cost and complexity

        	• No risk reserve budget (contingency fund)

        	• Optimism bias, causing missing, ignoring, or inadequately treating risks

        	• Risks change during a project

        	• Risk management costs have been excluded

        	• Risk treatments cause secondary risks

        	• Risk treatments fail

        	• Security during a project may be compromised

        	• Wrong mix of skill and experience in project team

      

      Risk Management Process

      
        	1. Establish the context: Develop criteria against which risks are evaluated and identify the structure for risk management.

        	2. Identify and define the risks: The project’s risks are identified through a collaborative approach involving a wide cross section of stakeholders in the project and recorded in the project’s risk register.

        	3. Conduct risk analysis: An analysis of the risks is conducted to determine their causes and estimate their probability and consequences.

        	4. Conduct risk evaluation: Risks are considered and prioritized according to their potential impact on the business and project.

        	5. Develop and implement risk treatments: Risk treatments are developed to cost-effectively reduce, contain, and control project risk.

        	6. Monitor, report, update, and manage risks: As risks change during the project, the risk profile is continuously monitored, reviewed, and updated. (Anspal, 2011, pp. 12–13)

      

      QUALITY MANAGEMENT METHODOLOGIES

      According to Linton (2014, p. 244), “project quality management is compatible with many different methodologies and frameworks, such as Six Sigma, Lean Manufacturing, Total Quality Management (TQM), and the ISO [International Organization for Standardization].”

      Customer satisfaction is a simple one and is something all of us should strive for when dealing with any customer, whether internal or external to our organization. The way we manage customer expectations on a project is especially important. Defining the requirements of the project is necessary to make sure the customer’s requirements for the project are met successfully.

      It should go without saying that quality should be built into all the processes used to build the products and deliverables that make up the project because the cost of preventing defects is less than the cost of fixing them (Linton, 2014). Infusing projects with quality is not hard; it just takes making sure things are done correctly and everyone keeps an eye on doing it right.

      Continuous improvement allows project managers and their staff to learn lessons from previous projects that can be built into future projects, which allows for improvement; the lessons learned can be incorporated during the project execution (Linton, 2014).

      PROJECT CLOSURE

      Project closure is the process of finalizing all aspects and activities across a phase or a project to formally close it (Linton, 2014).

      Evaluation at Project Phase

      A project phase should be reviewed or evaluated for the following reasons:

      
        	• The project is large and complex.

        	• This will ensure the greatest likelihood of project success.

        	• This allows assessment of approval for the next phase of the project.

      

      The more complex the project, the more likely it will be necessary to have interim reviews of project phase. Simple projects will be done quickly and will not need interim reviews of the project phasing.

      An interim or project phase evaluation will help make sure that stakeholder expectations are being met, budgets are on track, resources are still set, and all the other aspects of the project that need to be managed carefully are in line. It can also determine if the project may need to be canceled due to cost or resource overruns.

      Project Audits

      The project audit (United States) is a special type of evaluation to determine whether or not a project should be canceled. This type of audit is done to determine whether the project is achieving optimal results (Linton, 2014). The larger the organization, the more likely this is to be an automatic process every three to six months; in a smaller organization, it is more likely to be an ad hoc process (Linton, 2014).

      Postimplementation Review

      A postimplementation review assesses the performance of the project in the following areas:

      
        	• Agreed project management methodology and processes

        	• Agreed scope, including approved change requests

        	• Budget issues

        	• Conformance to overarching project management plan

        	• Objectives and measures of success

        	• Project sponsor and stakeholder expectations

      

      Benefits of Postimplementation Reviews (PIRs)

      
        	• Capture and share good practices

        	• Capture metrics for cost and time to accelerate future project planning

        	• Improve business performance

        	• Improve decision making

        	• Improvement of existing PM resources

        	• Often results in creation of new templates and tools

        	• Symbolic closing of the project—everyone moves on

      

      Reasons PIRs Are Not Done

      
        	• Can be skipped due to time pressures

        	• Cultural issues whereby lessons learned or improvements are seen as poor performance

        	• Lack of planning and provisioning of time

        	• Perception that the PIR is optional

        	• Scheduling conflicts

        	• Unwillingness to expose project members to criticism

        	• Weak project knowledge of management practices

      

      Early Project Closures

      When a project closes early, one of the reasons will be mutual decision. The project’s sponsor, manager, and key stakeholders will agree that the project should close early. This situation can or will occur whether or not the project was successful. It can occur prior to the planned end of the project (Linton, 2014).

      Sometimes organizations have other priorities that become more important, and loss of support for the project occurs. Perhaps the portfolio of the division or department needs to be reconsidered and the monies reallocated. Project closure can also result from a lack of political support or will. Environmental issues or other changes within the organization can cause the closure to occur as well. There are many reasons a loss of support can occur.

      The reason that makes no sense at all is business as usual. This situation occurs when the project is executed as planned but then, due to people and departmental priorities and roles shifting, the project is closed partway through (Linton, 2014).

      Many organizations have large project portfolios, and sometimes, due to replanning or reprioritizing the project integration, it makes sense to change the scope of existing projects and merge them.

      With all of these reasons, it is always a good idea to do some form of project review to capture lessons learned and formally close the project (Linton, 2014).

      ESTIMATION OF PROJECT COSTS

      When estimating project costs, we need to focus on all the project deliverables and activities included in the work breakdown schedule (WBS):

      
        	• Cost accounting policies and procedures

        	• Project human resources

        	• Project schedule

        	• Published commercial information

        	• Risk register

        	• Scope baseline

        	• WBS

      

      Types of Estimating

      In bottom-up estimating, the costs are estimated at the activity or task level and then associated with a deliverable (Linton, 2014). This is a good technique to use for variable costs associated with each deliverable, such as labor rates, materials, and the like (Linton, 2014).

      Parametric estimating uses historical data to estimate either the cost or duration of an activity based on specific parameters (Linton, 2014). This technique can either increase or decrease the cost estimates if the underlying model is sophisticated and suitable for the current project and conditions (Linton, 2014).

      Best, likely, and worst-case estimating are used to increase the accuracy of activity cost estimates, which can be improved by considering contributing factors, such as risk and the degree of uncertainty (Linton, 2014).

      Contingency Development

      A contingency fund is usually a pot of money (in many organizations, this is a percentage of the overall budget for a particular project) for situations that come up that were not planned or budgeted for. Using a contingency fund is a way of dealing with the probability of uncertainty in the project and the fact that although the PM does the best job possible of planning for every possible likely scenario, something always comes out of the blue that no one expected.

      These contingency development funds are typically created in five different ways (Linton, 2014, p. 211):

      
        	• Summing from the bottom up based on the requirements and uncertainty of each activity

        	• Summing allowances for major risks that may occur

        	• Summing allowances made for major planning assumptions

        	• For the project as a whole based on factors that are uncertain

        	• For the project as a whole based on a percentage allocation that can be stipulated depending on the nature of the project

      

      PROJECT BUDGETS

      Every project is different; every budget has line items that are created for the particular project being funded. How each budget is estimated can be vastly different. To hark back to when I worked for a home builder in California, I worked in the land department, and the process began with us purchasing land that would be subdivided so that houses could be built upon it. So, typically, the land cost was one of the first entries, including all the costs associated with purchasing the land; then we went from there depending on what needed to be done to the land.

      Linton (2014) listed items that she felt should be considered for building the project budget:

      
        	• Clearly document all budgeting assumptions.

        	• Compensate for estimating biases of team members.

        	• Ensure that any contingencies are identified.

        	• Estimate activity costs and duration without preferred delivery dates.

        	• Estimate both variable and fixed costs.

        	• Make adjustments when using estimating techniques no matter how similar a previous project may be because there will be differences.

        	• Make sure that all costs and time units are identical.

        	• Review project cost accounting policies and procedures with concerned parties.

        	• Verify all activity time and cost estimates.

      

      Controlling the Budget

      Once the budget is built and the project has started, the invoices start rolling in. Every invoice needs to be looked at and considered against the budget. Project budgets can very quickly get out of hand if the costs are not monitored closely.

      
        	• Identify change requests that impact the project budget.

        	• Monitor variances from the cost baseline.

        	• Review all invoices and expenses.

        	• Revise the forecasted total budget.

        	• Update the project budget with actual costs.

      

      Variances

      Variances are the differences between the actual cost of the item and the budgeted amount. Variances can be negative or positive. Needless to say, a negative variance shows that the item is over budget, whereas a positive variance is under budget. Analysis of the variances looks at the root cause of why there is a variance at all. Was something over- or underestimated? Or did something cost more than expected? It is always wise to know why something came in costing what it did, whether it is over or under budget.

      Tracking Project Costs

      Linton (2014, pp. 223–224) offered the following suggestions for keeping an eye on project costs:

      
        	• Closely monitor critical path activities.

        	• Diligently control project scope (no scope creep).

        	• Ensure accurate capture of actual costs.

        	• Evaluate performance.

        	• Be knowledgeable about internal cost management policies.

        	• Manage stakeholder expectations closely.

        	• Prepare a detailed budget and carefully document assumptions.

        	• Renegotiate the project budget whenever there are changes due to external factors.

        	• Understand all cost elements of the project.

        	• Urgently resolve or escalate risks and issues on the critical path.

      

      Accounting Closure

      After the project is done and everyone has gone home, the project cost center needs to be closed in accounting and finance. This action prevents additional costs being attributed to a closed project. Paid and outstanding invoices must be reconciled. Budget performance must be assessed to figure out the variances against the approved budget. The final step is to establish a benefit tracking process for any financial benefit to be reported by the business owner going forward.

      
        Case Study

        The director of the public library wants to put together a marketing strategic plan, and she has decided that it will be done through the marketing coordinator as a project. Set out who should be on the project team and consider what types of information will need to be collected in order to put together a marketing strategic plan (see chapter 11, “Marketing”). In a one-page document, put together the basics that would be needed to do a basic marketing strategic plan.

        NOTE: This case can be done either as a take-home case or as an in-class group exercise.
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      CHAPTER 21

      Grants and Grant Applications

      Mónica Colón-Aguirre and Catherine Hakala-Ausperk

      When it comes to money, all managers have two responsibilities: stability and growth. The budgetary job of a library manager goes beyond effectively tying the library’s expenditures to its strategic goals and making sure that both numbers ultimately balance out. Today, with more and more limitations on and reductions in library funding, a good manager or director must step up and bring in alternative funding. In many cases, that means grants. Also referred to as soft money, grants are sums of money awarded by an organization to either another organization or an individual with the goal of accomplishing a predetermined goal.

      In this chapter we will discuss ways library staff can become effective grant writers, or how you can improve your grant-writing skills. Anyone who is knowledgeable about the organization, dedicated to its success, and eager to advocate for both can be successful at grant writing. Before we get into too many of the details involved, let’s agree that this skill is a critical one and get all the traditional excuses out of the way.

      THE CONS OF GRANT WRITING

      
        	• I cannot afford to hire a development person. Use volunteers, hire a part-time grant person, identify someone to tutor your staff, or start an internal grant-writing group. Most grants are written by personnel already available at the organization, and only larger organizations with available funds tend to employ development professionals. If your library is part of an organization that happens to have a development office, take advantage of its services, but if you are like many others, take the time to do it yourself, employing the resources you have available to you.

        	• I do not have time. Grant writing is time consuming, but it is worth the time investment. Work grant-writing time into your daily or weekly activities and get others involved in the process. Get volunteers involved, hone in on existing talents of library employees, and even create a grant-writing group that gets together with the purpose of writing grants or exploring external funding opportunities.

        	• Nobody will give us money because we get tax support! One glance through materials shows that the services offered by libraries are just what funders are looking to support. Think about it—building job skills, supporting preliteracy activities, keeping teens productive, enhancing the lives of seniors—all are activities that various funders acknowledge as part of their main missions.

        	• I am a terrible writer. Grant writing is the ideal group activity, and it benefits from many collaborators’ points of view and inputs. Library managers can share the writing aspect with staff who are more talented writers, allowing managers to focus on doing the budget part, the calendar, or the reporting. Identify your strengths and those of the people who work with you.

        	• It is too complicated. Grant applications are like recipes—you just need to follow the directions. Most funders give explicit directions, some even to the point of offering preapplication workshops or one-on-one reviews with consulting. Why? Because they want to give the money away.

      

      THE PROS OF GRANT WRITING

      
        	• It can be learned. Just like any other skill, grant writing requires practice, but it can be learned and mastered.

        	• Funders are looking to support exactly what libraries do. Libraries have goals that align with those of many other organizations. Finding these organizations is the first step; once the organizations are identified, the benefits of working toward a common goal are not only highly rewarding for the organizations involved but also of benefit to society in general.

        	• Your library will benefit.

        	• It will be easier the second time (and the third . . .). Just as with any other activity, the first time we try it is the hardest. In time, and with practice, we become better and better. Grant writing is no different.

      

      Managers simply cannot ignore this part of the job anymore and pretend there is a justification for doing so. Most of all, your community and patrons need you to ensure that funding is available—beyond the traditional options—to keep your library on the cutting edge, offering strong programming and resources even in tough financial times. Now let’s get some grants coming in, so you and your staff can get to work.

      GET READY

      One of the primary reasons that attempts at getting grants fail is because the attempt is not done right. A library manager, sitting alone in her office, decides one day that the newest initiative is perfect for a grant. So, the manager writes one right off the top of her head. Then she searches a bit, finds a foundation name and address, and sends the grant in. Next comes the rejection. The result is the notion that she cannot write grants and cannot afford to hire someone who can. It never works anyway and is not worth the trouble.

      In order to do anything new successfully, you have to be ready. Many times when it comes to grant writing, the first step is to take a class. Or, better yet, take several classes. If the last time you thought about the details of grant writing was when you read this chapter while in library school, it is a pretty safe bet that you have a lot yet to learn. There are workshops and courses on grant writing, some offered by the foundations offering the grants themselves. There are also support organizations and books and articles that can help you prepare for success.

      Some nonprofit support agencies offer series of lectures and classes in partnership with local institutions of higher education. Some of these lectures feature presentations by actual funders or grant reviewers. The goal of any foundation or funding initiative is to give that money away and then report back on how the goals of the organization were met using its money. So, get smart and get ready to take on this new challenge. Then look for other forms of help that can make your efforts a success.

      Another idea that will position your library on the receiving end of grant opportunities is to use the talents of people whose life work it is or was to do so. One library advertised a Grant Researcher volunteer position and was overwhelmed with more than a dozen applicants from the library’s own community who wanted to help. Some of these grant professionals were retired and just wanted to use their specialized talents to continue to do some good. Others were laid off or in between jobs and wanted to keep their skills strong, while developing their résumé. Doing so, while also helping the local library they loved, was a win-win situation. Others were working in the field of philanthropy and just wanted to share their knowledge.

      It is a good idea, if you are going to use volunteers, to focus them on searching for funders, rather than on writing or presenting the grants themselves. As you will learn later in this chapter, a large part of grant-writing success stems from relationship building that is best accomplished by library leaders directly. However, one look at the Foundation Directory (Foundation Center, 2016) will show you that there are thousands of organizations out there with very specific funding goals in mind. That is where your researchers can help—by identifying just where the perfect match can be found between your needs and the funders’ goals.

      Additionally, consider using the professional expertise of people who have studied and professionally succeeded at grant writing for at least part of the process, especially if you are involved in a complicated and technical process. The Foundation Center, for example, has offices throughout the country and does a lot of its work online; the Center can provide, for a fee, the skills of professionals to help you hone your application to perfection. Sometimes, the small amount of money you pay for this professional “tweaking” can be worth its weight in gold when your grant comes through.

      Finally, do not forget your staff. Grant applications are like puzzles with very specific and often intricate parts that all fit together at the end. One part, for example, might be a thorough financial history and future projection, which you might not be the best person to create. Involve your fiscal officer or someone else on staff with the analytical talent and interest to enhance your application. Often, a complex and rewarding assignment such as this can provide job enrichment, motivation, and a fresh perspective on the value of an employee’s role in the organization. The potential, transformational impact of the program for which you are seeking funding might be best described by a librarian on your front lines. He sees how the library changes lives every day, and perhaps it would be his words that could most effectively convey the goals your program has set.

      People, classes, books, other support staff, and resources not even mentioned here can and should be part of your preparation for successful grant writing. With all of this behind you for support, you are ready.

      GET SET

      Realizing that you need to grow the financial options for your library, you have prepared yourself to embark on grant writing, and you are ready to go. There are just a few more things you have to do before you begin your proposal. First and foremost, you need to know what you are trying to fund. You need to identify your project. Too many grant applications end up on the receiving end of a refusal letter because someone got the idea to “get some money,” then set about looking for someone who had some to give away. Sometimes, even the newsletters that fill your mailbox can lead you down the wrong path. Learning that a funding organization likes to support libraries is not reason enough to embark on a lengthy, and often cumbersome, process of grant writing without a clear purpose or need in mind.

      To begin your grant quest on a positive note, start with a goal-oriented approach. A manager, either alone or working with an ad hoc group for support, should begin with the library’s strategic plan and budget in hand. Look carefully too, in these early stages, at your environment and community or patrons’ needs. Inevitably, you are going to recognize a key need that your library is unable to meet due to financial restrictions, and you will have step one in the grant-writing process complete. With a clear project in mind, managers should work to fully define it. Some helpful questions to answer at this stage include the following:

      
        	• What is the activity, program, or service to be funded?

        	• Why is it needed? (You must find evidence of need, both empirical and ephemeral, to support your case as you begin to build a proposal.)

        	• What will the objectives of the project be?

        	• How will you know—and measure—if you have met the objectives of the project?

        	• What kind of timetable is involved?

      

      Finally, administrators need to consider with whom the library will partner in this enterprise. There can be no stronger element to any grant proposal than the demonstration of collaboration as part of the plan, at best bringing together as many elements of the industry, community, or even other funders as possible. After the perfect match between what your library wants to do and which organization wants to see it done, it is time to put all those research skills of your staff to good use. You need to begin researching funders.

      First of all, identify all the places where you want to look. Because you manage a library, your resources list should be endless and at your fingertips. Bibliographies listing even more are also available both online and as appendixes to many of the better guides.

      If you are starting with corporations, Waddy Thompson in The Complete Idiot’s Guide to Grant Writing has suggested that “the business section of your local newspaper and business publications, such as The Wall Street Journal, Crain’s, and Fortune, are important sources of information on corporations (whose stock is up, whose is down) and corporate officers (who is in, who is out)” (Thompson, 2011, p. 87). Further, and perhaps even more valuable, he offered the suggestion that, if you “can’t stand the thought of reading business publications every day . . . enlist a retired business person to volunteer to do this for you!” (Thompson, 2011, p. 87). Once you have identified a company that appears to be a good match, you can do even more detailed financial digging by reviewing reports found in EDGAR, the home of official filings with the Securities and Exchange Commission, available online at www.sec.gov/​edgar. Thompson wrote that “if your prospect is a top corporate CEO and you have heard that he or she has just received a major stock package, you can get the details from EDGAR and then decide how much to ask for” (Thompson, 2011, p. 87).

      Do not stop at commercial enterprises. Some of the best funded and most generous sources to consider are nonprofit organizations and foundations, most of which exist specifically to fund projects within specific areas of interest. The best place to begin this part of your quest is inarguably the Foundation Center. According to its web page, the Foundation Center offers “the most comprehensive resource available for generating tables and charts on the size, scope, and giving priorities of the U.S. foundation community” (Foundation Center, 2018).

      Finally, a word is needed about government money. A quick review of your library school coursework or a visit to the web pages of the American Library Association or the Public Library Association will remind you that there is a lot of government support for the work of libraries. Specifically, and most notably, the Institute of Museum and Library Services provides federal money for major impact projects and supplies cash to the states, which distribute it as LSTA (Library Services and Technology Act) grants via our state libraries. This is a rich and specifically directed resource for your library, which should not be overlooked. Visit your state library’s website to learn more about the structure of its LSTA programs, the cycle of giving calendar, and specific services or topics that are today’s subjects of interest. Many state librarians offer workshops that are specific to their guidelines and can be great supporters for managers new to the application process.

      That last part could be the most important thing to remember: what did the funders support recently? Often, a family or organization will turn its focus to a specific cause in reaction to a specific societal need or even due to the whim of a board member. If that focus has recently turned to libraries, literacy, or computer education, that might be just the right place for you to start. There’s nothing more frustrating than spending your and your staff members’ time and energies crafting a well-presented grant application, only to find out that the donor has not awarded money in 10 years or has switched its interest in the past decade to scientific research.

      Most useful to you is that the Foundation Center’s resource material is no longer limited to only those living in the large cities that house its offices. In the past few years, in order to extend its services worldwide, the Foundation Center opened more than 400 Cooperating Collections that provide access to its valuable searching tools. Many of these special collections (and database access) are in public libraries, and all locations are available on the Center’s website. Additionally, the Center employs skilled grant researchers and writers who, for a fee, can offer even more extensive help for your project.

      It is often at this point in your grant-writing process that you can most successfully utilize the contributions of your volunteer grant researchers. Whether they are retired specialists with years of experience under their belts or newly graduated library students adding to their résumés while job searching, if you can turn them loose on the myriad of books, articles, and databases available in the world of philanthropy, you are more likely to find the perfect match for your program and for your library.

      A word of caution: remember that most successful grant writers will tell you that this entire process is more about relationships than facts and figures. Limit your volunteers to researching and helping with grant writing, but you, as the manager, or your director should also be making personal connections with your potential funders and letting them get to know what you are all about. Make an appointment for an in-person visit to introduce yourself and share your program plans and the fact that you will be submitting a request for financial support. Invite representatives to your library to see firsthand what you are already doing, then take them to lunch and explain, in layman’s terms, what you want to do more of in the future. Follow-up phone calls, e-mails, and even handwritten letters can go a long way toward cementing a real, honest, long-term relationship that can pay off for your library many times over. Whether your library is asking for $100 from the local department store or $10,000 from a national organization, the right match and a strong connection are paramount to success in grant writing. So search for, find, and get to know your funder.

      PARTS OF THE PROPOSAL

      After the initial research into organizational goals and available funding opportunities and the preliminary outreach have been accomplished, you will be ready to consider the parts that go into a grant proposal. These parts include:

      
        	• Need

        	• Objectives

        	• Measurement/Evaluation Timetable

        	• Partners

        	• Budget

      

      GANTT CHART

      A Gantt chart, as shown in figure 21.1, is a proven way to track projects. There are software programs built to do this, such as Microsoft Project and many open-source software programs (Conrad, O’Loughlin, Maffeo, & Tamang, 2018).

      
        [image: ]

        FIGURE 21.1 Example of a Gantt chart for a project, expressed in weeks

      
      WHAT DO THE EXPERTS SAY?

      Karen Sayre, former Donor Relations Officer for the Cleveland Foundation who has worked in the world of philanthropy for many years, has the following advice to share when dealing with funders.

      Karen Sayre’s Top Three Tips for Grant Seekers

      
        	1. Research your funder before any contact is made or proposals sent, and pay close attention to the restrictions to funding. Many funders have a geographic focus or concentrate dollars in specific interest areas or limit the amount of grants, so if your organization or idea does not fit into those guidelines, do not assume that you will be the exception. Guidelines are written for a reason and need to be followed even if they do not make sense. Grant seekers that ignore the guidelines could be eliminated from consideration before getting a reading. For example, if published information on the funder says no phone calls, do not try to call, even if you think you could get through. If you are asked to submit multiple copies of your letter of inquiry or proposal, do not just send the master copy and assume the funder will make the extras. If there is a space restriction, do not use smaller typeface just to get more information into the page limit. Having said that, if you think your idea or organization is a fit and there is a contact at the foundation, you might try to schedule a site visit for the foundation staff person—or just a coffee meeting—to introduce the foundation to the work of your organization before you submit a proposal. The relationships that you establish with foundations and corporations are very important to the process of grant seeking, so do not ignore opportunities to get to know potential supporters and let them see the great work your agency is doing.

        	2. Write a concise and clear proposal that follows the structure that is asked for in the Request for Proposals or in the guidelines. It is important to understand that program officers and trustees of foundations have to review many submissions for grants, and so it is critical to lay out succinctly who you are, what the need is based on appropriate research, why your organization is qualified to address the need, what the request is for, how you will evaluate the project, and what the budget for the request is. Your proposal should follow the establishment of SMART goals principles. Understand that an effective proposal writer is nothing more or less than a good writer who follows directions. Leave the jargon out of your proposal and keep the request brief and to the point. Use research to help the reader understand why your agency is equipped to address the problem and how you will know that your approach is appropriate. Include an unambiguous budget and include additional narrative information for any line items that need more explanation. Finally, once the proposal is complete (using spell checker and grammar checker), have someone else read what has been written and give you feedback on the flow and the clarity of the request. Review the proposal several times before sending it out to a potential funder. Be sure to submit before the deadline because if you wait until the date due, you might be too late and your request may not be considered at the time of submission. You may have a standard template for certain types of proposals, such as those for general operating support. The template should be used sparingly, but if you are using a standard format that was submitted to another funder, be sure that you have replaced all allusions to another foundation’s name in the submission—that is what the Find function is for.

        	3. It is wise to keep a calendar to review and update submission and follow-up deadlines and decision dates (if known) so you can keep track of who you have applied to and when you might hear whether or not you were funded. If you do not hear back from the foundation or corporation within a reasonable period of time after the meeting, you might contact the program staff to see what the outcome was. When keeping a calendar, you need to pay close attention to submission deadline dates and allow for the time lag between submission and decision when constructing a well-planned year. If your proposal was not funded and you have developed a relationship with the foundation or corporate staff, you may ask to review why the request was not funded—what the board liked/disliked—and solicit suggestions on how you might strengthen a future approach. Keep the conversation focused on improving the request in the future and do not reference the short-sightedness of the funder. Remember that grant seeking and grant making are ongoing processes and that you are building a relationship. Even if the request was not funded, your agency and/or project is now known to the funder for future consideration when it might be a fit.

      

      May We Please Have . . . ?

      When writing a grant proposal, there are some steps that you can follow to help you get organized. The first and foremost is to download and carefully review all the instructions put together by the funding agency. Although it may seem rather elementary at this stage of the game to say so, it really is that simple: grant applications have directions. They are written for a purpose: the main purpose of the grant application process is to make comparisons among the different proposals based on the same terms, so that fair decisions are made. For this reason grant proposals must contain the same parts across the board and follow the same formatting. All of these details are carefully put together in the application instructions.

      Remember, grant reviews follow a score sheet of sorts. If the instructions tell you to list three clear, measurable objectives of your program, for example, it is likely that each of those objectives is worth a certain number of points. If you list only one objective and, though it is descriptive, never really get around to mentioning the evaluation process you have planned, you have likely lost at least 66 percent of the potential score you could have earned.

      Missy Lodge, Ohio’s Associate State Librarian for Development and the state’s experienced point person for Ohio’s LSTA program, offered some advice about constructing your application. You may be surprised at how significant these simple points can be.

      Missy Lodge’s Three Most Common Mistakes People Make When Writing Grant Proposals

      
        	1. Failure to read instructions and follow funder guidelines/requirements. Too often those applying for grants do not carefully read and follow grant guidelines and instructions. At the very least this can lead to points being deducted by grant reviewers and, in the worst-case scenario, could lead to the disqualification of the proposal.

        	2. Failure to proofread the application. The mistake of not reading and following grant guidelines is closely followed by the mistake of not proofreading the application before it is submitted. In a competitive grant program, it is the little things that can make the decision to fund or not fund. Extensive typographical errors, not spelling out or explaining acronyms, and extension errors in the budget are huge mistakes that can easily be avoided. Have someone else read the application before it is submitted, not for content, but solely to seek out the typographical, grammatical, and budgetary errors. A clean, well-presented application indicates that you are detail oriented. Your proposal is a product. The look of your proposal, regardless of the content, is a reflection of your library and the writer. The presentation of your application implies that you will also be as conscientious and detail oriented when implementing your project.

        	3. Lack of understanding of the difference between goals, objectives, and activities. Goals are long-term visions. Objectives are measurable, time-targeted, and benchmarked statements. An objective is what you want to accomplish through the project, and the activities are the specific steps to be taken to address the objective. Too often applications do not include measurable objectives. Instead the stated “objectives” are, in reality, activities. Confusing objectives and activities makes it extremely difficult to develop a good evaluation statement or metric.

      

      Missy Lodge’s Top Three Tips for Preparing the Best Possible Application

      Correcting the mistakes just cited would be one tip for getting a grant approved. Aside from that, Missy Lodge’s top three tips for preparing the best possible application are these:

      
        	1. Ask questions. If an applicant has questions about whether or not her proposal idea fits the funding requirements or if an applicant has questions while writing the application, she should contact the funder and ask. Although some foundations state in the proposal guidelines that they do not wish to be contacted, most funding organizations, including state libraries and the Institute of Museum and Library Services, want to be contacted. Talking through ideas and questions benefits both the applicant and the funder by making sure that the proposal being submitted meets all requirements and is an idea that the funder feels will merit funding consideration. This saves both entities time and effort; if an idea does not meet funder criteria, it is not an efficient use of the applicant’s time to move forward nor is it productive for the funder to review a proposal that does not meet its criteria.

        	2. Make sure your application is mission-driven. Funders want to provide dollars to assist people; they do not want to purchase things. A well-developed proposal is going to focus on a need of the library or within the community, be it for early childhood literacy programs, workforce development assistance, or preservation of a special collection. Any items listed in the budget must be tools required to address that community need. Budget items (particularly equipment) should not be purchased just for the sake of acquiring new or better equipment or materials.

        	3. Have partners. At the federal, state, and local levels, we are hearing more and more about collaboration and partnerships. For grant applicants, having partners is always beneficial, whether partners are required by the funding agency or not. Having partners will strengthen a proposal because partners illustrate that the library is not acting in a vacuum and that there is community buy-in and support for the project. Both support partners (those that write letters of support) and active partners (those that are part of the project planning or implementation) benefit any application.

      

      IN REVIEW: BEST PRACTICES FOR PROPOSAL WRITING

      You have spent a lot of time developing the idea for a useful, needed program for your customers. You and perhaps others have done the research legwork needed and found some great potential matches, and you will spend more quality time writing your actual application. Keep it simple. Follow directions. Submit something that stands a good chance of being read, understood, and approved.

      According to Robert Porter (2005, 2007), we can all learn from the most common mistakes made when writing grants. These include:

      
        	• Poor match

        	• Poor organization

        	• Jargon

        	• Murky goals and objectives

        	• Unclear project description and work plan

        	• Deviating from guidelines

        	• Writing solo

        	• Not being persistent

      

      One final note about the writing process: many grant applications, though designed to meet the organization’s, foundation’s, or government agency’s specific goals and desires, contain similar sections or components. Do not reinvent the wheel with every application you write. Keep copies of the parts that do not change, such as your organization’s description and history, your strategic goals, and your statistical performance records, and reuse them in future applications. Sometimes just as with the preparation of multiple résumés for different jobs, just a little tweaking of standardized information can help you match work already done to the specific requirements of a new grant proposal.

      THE FINAL REVIEW

      Before sending your grant proposal off and crossing your fingers, there are a few steps you can take to increase your odds of success at least a bit. Do not forget to have others read the proposal; this extends to people in your personal network who are not necessarily employed in libraries but whose input you value. This is also a great time to involve your staff members, especially those who have degrees in areas that traditionally do a lot of writing and reading, such as English and history. Do yourself a favor: no matter how carefully you think you crafted your proposal and edited it yourself, share it before you send it. It is also possible that the funder to whom you are submitting it accepts drafts and will offer presubmission feedback. Take advantage of any opportunity you can find to send off a polished proposal and it is more likely your grant proposal will end up a winner. In terms of language and style, here are some additional considerations:

      
        	• Have you used action words?

        	• Are there spelling errors? Misplaced page breaks? Extra spaces between sections? In short, how does your application look?

        	• At some point you will have to stop editing.

        	• Make grant writing part of your job.

      

      DENIED?

      An editor once wrote this in a letter of rejection: “The girl doesn’t, it seems to me, have a special perception or feeling which would lift that book above the ‘curiosity’ level” (Susie Smith’s Children’s Stories, n.d.). Unfortunately for that editor, the book being referred to was The Diary of Anne Frank. Although your grant proposal might not be fairly compared to this ageless classic, you should take the message to heart. If your first, second, or third grant proposal is denied, keep trying. The best approach to take is to back up and review your process, step by step, and try again. Consider some aspects of your proposal, including the following:

      
        	• Is the program you are seeking to finance truly worthy?

        	• Was the program pertinent in the past few years but maybe not so much in today’s world?

        	• Could the audience to be served be broadened or refined?

        	• Can your program objectives be clearer or more on target?

        	• Has the funder you located changed its support focus since its description in the resource you located was published?

      

      Review the application itself with an eye toward the requirements you were to meet and the “big picture” impact you had hoped to have. Can a rewrite help? There are plenty of areas of need, lots of places with money, and no shortage of benefit to your library to find and secure grants. All that is needed is a manager like you with tenacity, a willingness to learn, and an endless supply of determination to get the job done. Start over, start writing, and try again.

      APPROVED!

      While you reflect on the sense of great accomplishment you will have after your hard-earned efforts have been rewarded with a check you can bring to the next board meeting, please remember that your work here is far from done. Go back to the funders’ instructions regarding implementation, financial and narrative reporting, deadlines to be met, and any other follow-through that is mentioned and stick to them!

      You are going to have a lot of writing and reporting in your future, so you want to make sure to use this first money wisely and, best of all, to ensure that you can ask for more in the future because many funders love to see projects they helped initiate grow. Start with writing a thank-you letter. Remember, the relationship you nourished to get you where you are today, holding that check, is something to be cherished and developed. Even if this particular source cannot offer future financial support, that source undoubtedly has other contacts in the grant arena that can come back to benefit you over and over. Stay in touch. Report fully, report often, and provide the exact measures of follow-up that are required by your grant. It is hoped that your project will succeed, your new financial friendships will multiply, and—here is the most important goal we all share—your library will continue to thrive.

      
        From “5 Simple Grant Writing Tips for Proposals That Get Funded”

        
          	1. Get to the Point. When I write a grant proposal, I sometimes imagine myself explaining the organization and the project to a 10-year-old, my grandmother, a lawyer, and a politician, in the same room, at the same time.

          	2. KISS: Keep It Simple, Sweetie. Print your proposal on plain white paper without graphic decorations or other distracting features. Use standard margins and fonts . . . Keep it easy to read!

          	3. But What Is the Point? Using the 5 Ws (and an H). The person reading your proposal needs to understand who, what, when, where, why, and how. The 5 Ws and an H need to answer all the questions the person reading the grant proposal would have about your organization and your project.

          	4. Be Professional. Focus on your organization’s positive qualities . . . let your dignified manner show your organization is respectful and responsible.

          	5. Show That You Can Measure Results. The funding body will be more likely to fund projects that have specific measures in place for both quantitative (based on numbers) and qualitative (based on people) feedback. If I were planning a family games day in the park, a quantitative measure would be the number of people that showed up and the number of people that participated in various games, while a qualitative measure could be based on a short survey handed out to participants.

        

        Source: Adapted from “5 Simple Grant Writing Tips for Proposals That Get Funded” (2015), USAfundraising (https://​usafundraising.com/​fundraising-tips5-simple-grant-writing-tips-for-proposals-that-get-funded/)

      
      
        Case Study

        An announcement is made that grant money is available for libraries to use to support preliteracy programs that build reading readiness and help prepare students for success in schools. The maximum available is $25,000, and the library must match that amount. Programs must address a proven need, and the impact must be measurable in terms of both outputs and outcomes. Goals and objectives of the program must match the long-time goals of the organization. Programs must build on existing, successful initiatives. Successful applications will include the involvement and support of several relevant partners. Staff involved in the project must be qualified and must have reasonable time to invest. Applications are due in three months, awards will be granted within 60 days of the deadline, and the entire project must be completed within one year of award. Quarterly financial and narrative reports are due, and an on-site visit must be scheduled with the grantor.

        
          	1. How will you form your grant application team? Who will be on it and why?

          	2. What will your time line look like?

          	3. How will you present and justify the need?

          	4. What will your program entail, and what will its objectives be?

          	5. How will you measure objectives, output, and outcome?

          	6. How will your program be evaluated? When? By whom?

          	7. Who will your grant partners be, and what role will they have in the application?

          	8. What will your budget look like?

          	9. On what existing, successful initiative will your new program be based?

          	10. Who will lead the grant team, and what will that individual’s responsibilities be?

        

        Note: It would be ideal to have a group of students work on this Case Study together. That would be a good model for how to approach an opportunity like this in the real world. When a grant opportunity is announced, a staff team should form and the application work shared. The leader can then assemble the various parts of the application, fine-tune them, and remain responsible for seeing that details are covered. Several portions of the application, such as a study of the organization’s long-term goals, descriptions of the library’s funding and budget, and so forth, can then be saved to be reused in future applications.
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      CHAPTER 22

      Outsourcing

      Heather L. Hill

      This chapter presents two different manifestations of outsourcing. In the first case, it is presented as a tool for library managers to use. In the second, it is presented as something that can happen “to” library managers and staff. Both aspects of the phenomenon are important to be aware of as a library manager.

      PART I: OUTSOURCING IN LIBRARIES

      This section will outline some of the factors to consider when thinking about outsourcing and how to weigh an outsourcing decision as well as some cautions surrounding how and what library management chooses to outsource. Although some basic decision guidelines can be outlined, these decisions do not always fit into a neat metric. Some decisions have repercussions beyond the immediate, efficient, and fiscal perspective and relate to how libraries interact with and support their communities.

      Imagine a self-sufficient library in an enclosed space. Everything necessary for the maintenance and running of the organization is carried out by the staff inside. This includes all the things one might refer to as “traditional” library tasks (e.g., collection development), those considered necessary but noncore (e.g., website hosting and marketing), and those considered necessary but not library specific (e.g., mowing the library grounds and building maintenance). The library in isolation performs all its own tasks, creates all its own tools and resources. This is a library that does not outsource, and it does not exist.

      Every library outsources a wide range of functions from a variety of motivations. No library has the staff or resources necessary to support its community without contracting some services to outside organizations. The nature and extent of outsourcing that occurs in any one library varies widely. Library type, location, size, and current resources all play a role, so generalizations can be problematic. Special libraries have unique needs that do not necessarily reflect the needs of a rural public library. Smaller libraries have fewer resources but at the same time have smaller budgets, which can severely constrain their ability to provide resources in-house or through outsourcing. But even large libraries with extensive staff and resources utilize outside expertise. In either extreme, and in between, library managers are working within tight budgetary constraints to make the best decisions possible for their libraries.

      What Is Outsourcing and Why Do It?

      The first question to answer is what is outsourcing? This chapter uses a fairly broad definition of outsourcing in order to provide the widest variety of examples. In its simplest definition, outsourcing can be applied to any service an organization decides not to do in-house with its own staff and resources. The Online Dictionary for Library and Information Science has similarly defined outsourcing as “the contracting of library services formerly performed in-house to an outside service provider, usually a for-profit enterprise” (Outsourcing, n.d.).

      In the for-profit community, outsourcing is often seen as a way to shift the provision of peripheral, noncore tasks to contractors, which enables the organization to focus more intensely on providing its core services. In libraries, both noncore and core services are outsourced for a variety of reasons. Specific tools and resources of interest may already exist, so staff do not have to duplicate effort and can instead focus on needs unique to the library. The library staff may be small or not have the expertise necessary. Other reasons include using outsourcing for odd jobs for which it makes little sense to stockpile experience, create solutions to temporary challenges, or augment local expertise in situations in which the expertise and equipment necessary are beyond the scope of the library’s means, and, significantly, for saving money.

      How to Decide

      How does one decide what to outsource? The decision often involves an evaluation of control, time, privacy, duplication, expertise, staffing, and money. This calculation is highly individualized for each library because libraries vary so widely by type, community, size, resources, and staff expertise.

      Control

      Outsourcing any function removes it from an organization’s daily control. Are you and your staff willing and able to give up control of the day-to-day running and minutiae of this service? For something such as adding a coffee shop to the library, outsourcing is an easy decision to make because this service falls far beyond the scope of library staff. For other services, such as some components of collection development and cataloging, the decision to outsource becomes more nuanced. How much and what part of these services can be successfully handed off to a vendor, and what needs to remain in control of the library?

      Time

      Time is a factor in the decision to outsource a service from three different angles. The first concerns new duties or services brought into the library. Introducing a new service requires considering how staff time will be used to provide it. Do the current staff have time to do this specific job within the context of their current job duties? Or is this something additional that would prove a heavy burden on already overtaxed staff?

      A second consideration is the time spent on managing outsourcing. An outsourced service may require a significant level of oversight to ensure that the task is performed at the desired levels. Do your staff have the time to oversee the management of this outsourced service?

      Last, a task may represent a temporary challenge and require only a temporary supplement to current staff workloads. A library may consider outsourcing work for cataloging backlogs or for creating opening day collections for a new library. These tasks are irregular and do not represent the normal workflow of the library.

      Privacy

      Libraries generally promote intellectual freedom with notions of protecting the privacy of their users. Privacy questions abound regarding vendor software, including what patron information is transmitted to the vendor and what that vendor can do with that information. Will outsourcing this service compromise patron accounts or privacy?

      Duplication

      Many tools already exist that the library can use. Two significant examples are cataloging records and integrated library systems. One negates the need for every library to have extensive cataloging staff and allows a focus on local or unique items for which records do not currently exist. The other means that each library does not have to build its own system for keeping track of acquisitions, cataloging, and circulation and for providing a public access catalog. Numerous options exist for large and small-scale collections. Does a tool already exist that will help your organization function smoothly? Is there any reason to create a new system from the ground up? Or can you rely on the creations of others and focus on other tasks?

      Expertise

      Libraries of all sizes may run into expertise challenges. Do staff currently have expertise in this area? What is required to obtain expertise in this area—a minor amount of training with current staff or the hiring of a new staff member? This issue affects everything from nonspecific library tasks, such as operating a coffee shop in the library, to noncore tasks, such as marketing and web design, to core operations, such as cataloging. Operating a coffee shop is not likely within the scope of regular library duties. Jobs such as marketing and web design may or may not fall under the purview of in-house operations. Larger libraries often have staff for these jobs, but smaller libraries likely do not. For core operations, most libraries no longer have large cataloging departments, so they will look to other organizations to perform this role. Even large libraries will run into unique situations, such as needing to catalog materials in languages in which current staff members have no proficiency.

      Staffing

      Staffing is directly related to the expertise just discussed. Libraries of any size will reach a limit of what can be done with current staffing levels. How many staff does your library have to work with? Is your library big enough to have a technical services department? How many people work in that capacity? In this case, you may have expertise but limited time. If you do not have a technical services department or have a small staff, will tasks go unfulfilled or will you look outside your organization to supplement?

      Money

      Money is a significant consideration here and flavors all the preceding considerations. How much will it cost to provide this service in-house versus having another organization fulfill the need? How much will it cost your organization to hire someone to perform the task or to train current staff to perform the task? Do you have the ability to make space in your organization in order for this task to be done in-house?

      Given these considerations, let’s examine some of the various activities that can be outsourced. It should be noted that a broad definition of outsourcing is used here and that some may disagree about the specific tasks that count as outsourcing. Libraries use a variety of outsourcing solutions.

      Nonlibrary Tasks

      Outsourcing is widely used for tasks not seen specifically as library work. This category includes a wide variety of tasks and services, from those necessary for any organization’s operation to those services that are nice to have yet not required. Many organizations utilize cleaning and grounds services; rarely are these provided in-house. More closely related to the day-to-day running of the library are tasks such as payroll preparation, printing and copy services, marketing, and all the tasks surrounding information and communication technology (ICT)—network management, data recovery, and website design and hosting. These are all necessary tasks considered noncore to library services that may or may not be outsourced depending on the library. Last in this category are supplemental services provided to patrons by some libraries, including vending services, coffee service, or cafés. These services are far beyond the scope of normal library operations but have been considered a good addition to, particularly, academic libraries and large municipal public libraries.

      Library Tasks

      When the scope shifts to things deemed core library work, outsourcing tasks are still wide ranging. Outsourcing touches every area of library operations, including cataloging, processing, and collection development. Library use of outsourcing for core tasks is nothing new. Libraries have always looked for ways to stretch the resources and services they provide. Processing and collection development are relatively recent, but cataloging has a long history of being outsourced.

      Cataloging represents one of the earliest areas of outsourcing by libraries. The Library of Congress (LC) in the United States began making copies of its cataloging cards available to other libraries in 1901. Libraries used LC cataloging records because they were trusted by the broader library community. Relying on LC for at least some cataloging allowed staff in other libraries to reduce their own duplication efforts and focus on other tasks, including cataloging more regional texts, for which LC did not create records. Throughout the twentieth century the use of outsourcing continued to grow and diversify.

      But cataloging happens in a variety of shades: provided by vendors, done in-house, and produced by cooperative cataloging whereby groups of libraries work together, supplementing each other’s expertise (Cronin, Laskowski, Mueller, & Snyder, 2017). Outsourcing much of cataloging and processing happens in libraries of all types and sizes. The workforce and space in any library dedicated to technical services such as cataloging and processing have been shrinking for the last few decades.

      Vendors are now the main providers of bibliographic information for the titles they sell. Additional outsourcing services may be obtained when there are unusual or infrequent needs, such as cataloging titles in unfamiliar languages, doing retrospective conversions, and addressing cataloging backlogs.

      Processing is closely entwined with cataloging in technical services and benefits from a similar level of outsourcing. Public, academic, and school libraries acquire many, if not most, of their materials shelf-ready, meaning that materials arrive from the vendor cataloged and processed with tags and shelf markers, ready to be placed on the shelf. Research has shown that the error rates for materials obtained shelf-ready are very low (4.62 percent; Doran & Martin, 2017). Additionally, Schroeder and Howland (2011) found that getting shelf-ready materials was cheaper and faster overall than in-house processing.

      Collection development tasks are outsourced mainly in the form of approval plans and standing orders. Local library staff create detailed profiles of their collection needs. Profiles include desired traits, such as preferred publishers, specific authors, audiences of focus (YA, children’s, new adult), genres of interest, country of publication, and language, among many other criteria. Specific genres, disciplines, or subdisciplines can, as well, be marked out of scope (see Hart, 2013a and 2013b, for full examples). The library’s vendor then matches materials to the library’s profile and sends the library information on titles that match, and titles that are approved are sent to the library. All but the smallest and most specialized libraries use approval plans to streamline collecting processes. Standing orders are related to but different than approval plans because they consist of automatic orders. Standing orders are used less liberally and for recurring titles or popular series (e.g., “Send 20 copies of any new Dan Brown novel that is published”).

      Direct collection development (selecting individual titles) still happens at these libraries, and the exact ratio of approval plan titles to direct acquisition cannot be generalized across libraries. Not all titles are available in an approval plan from vendors. Titles from small publishers are not generally available. As well, local issues and interests may not be well represented by vendors’ catalogs. As to whether approval plans are preferred, it depends on the metric used for success. If speed and accuracy are the criteria, as Doran and Martin (2017) and Schroeder and Howland (2011) found, then approval plans are a success. If, however, circulation and use are the metrics used, approval plan purchases may fall flat. Ke, Gao, and Bronicki (2017) found that titles selected by in-house librarians circulated more frequently than those acquired through approval plans.

      Although these sorts of outsourcing are common now, they had a rocky start as libraries tried to find the right balance of power between staff and the outsourcing company. Here is where a note of caution needs to be introduced when outsourcing a service.

      Cautions and Controversy

      Even with the historical basis of LC and cataloging, a point of contention in the library community concerns the idea of outsourcing core services, such as cataloging and collection development. Some early missteps in collection development outsourcing contracts that left no power for local staff judgments soured the library community on outsourcing these functions for quite a few years.

      An early effort to outsource collection development, cataloging, and processing by the Hawaii State Public Library System (HSPLS) provides some insight on what can happen with a poorly conceived contract. In 1996, HSPLS, facing significant budget cuts, outsourced the entirety of the system’s collection development, purchasing, processing, and cataloging to one vendor, which proved to have disastrous consequences. Materials unsuitable for Hawaiian communities as well as unwanted duplicates entered the system, but library staff no longer had the power to remedy the situation (Knuth & Bair-Mundy, 1998; Strickland, 1999). The contract rendered Hawaiian library staff essentially powerless to remedy problems that arose from the contract in their libraries. The contract did not allow for the return of unwanted materials nor could library staff add local donations to the collection because they had little ability to process materials (Knuth & Bair-Mundy, 1998; Strickland, 1999). The ensuing furor led to the contract being canceled in less than a year. Many of the challenges stemming from the HSPLS experience resulted from the decision to work with only one contractor, the decision to not retain any collection development funds in-house, and a final contract that provided no flexibility for local staff.

      After the experience of Hawaii, outsourcing collection development to such a level was avoided for many years. In 2004, the Phoenix Public Library (PPL) decided to outsource the same departments as HSPLS but with more checks in place. In an effort to avoid the same result as Hawaii, PPL used more than one vendor in order to build a broader collection. In addition, PPL signed more flexible contracts in order to acquire needed titles quickly but avoid or return unwanted titles (Hoffert, 2007). Outsourcing these library functions is quite common now, but only because library management and governing boards have been able to structure contracts that allow for more flexibility.

      This cautionary tale is aging at this point, and new horror stories have not come out, so it seems on the surface that libraries have found their own comfortable balance between in-house and outsourced activities. In fact, publications in library and information science on the topic of outsourcing have declined since 2012 (Ma & Lee, 2016). It is possible, however, that instead of the hard and fast consequences as faced by Hawaii, libraries are facing a slowly growing and larger future challenge because of outsourcing. Harnum, Houston, Kitchin-Tillman, Robichaud, and Zingarelli-Sweet (2018) proposed that library staff do not tend to think critically about technology because libraries have outsourced that aspect of library services.

      How to Outsource: In Brief

      Depending on the service or function being outsourced, the library management or board may contact a company directly or send out a request for proposals (RFP) in order to obtain competitive bids for service. An RFP provides pertinent details about the library, outlines the service required, and invites interested organizations to provide a proposal as to how they would provide that service. Ideally, the library will receive multiple bids from vendors who provide the service.

      The next step is to compare proposals. Do not go by price alone, but focus on the full package proposed by different vendors. A more expensive proposal may have features that would be considered add-ons by a lower priced proposal.

      Spend quality time negotiating with the preferred vendor. It is helpful to have different lists—the “must have” components, the “nice to have” components, and possible extras. Ensure that the duration of the contract fits the library’s current needs and allows for a window to reassess the service. Note what rights the library has if it decides the outsourcer is not functioning optimally. What are the library’s options if a vendor is not performing the job adequately? What are the penalties for canceling a contract? If demand for the service outstrips original estimates, can the contract be adjusted to fit with current demand? Know what you can be flexible on and what the deal breakers are, and be prepared to negotiate in good faith.

      Of importance, once a contract is in place, is regular assessment of the contractor’s performance. It is up to library management and any governing board to oversee the contractor’s performance and make sure it is performing the needed tasks adequately. A guide to contract negotiation is beyond the scope of this chapter, but Baugh (2011) suggested Three Steps to Yes by Gene Bedell and Getting to Yes: Negotiating Agreement without Giving In by Roger Fisher and William Ury.

      PART II: OUTSOURCING OF LIBRARIES

      At this point, this chapter turns from a discussion of outsourcing decisions made by library managers to one in which the governing body of the library (the board, the company, or other organization) decides to outsource library management, staffing, and operations. This kind of outsourcing exists on a different level than what has been discussed earlier in the chapter. It is included here as an alert to library managers that such outsourcing can happen, how it happens, and how it might be avoided.

      The wave to outsource libraries hit special libraries in the 1980s and 1990s. Corporate restructuring, an increased focus on cost-saving measures, and the absence of a library advocate among higher ranking corporate officials led to the closure of many corporate and law libraries (Matarazzo, 1981; Miles, 1996; O’Grady, 2016; Portugal, 1997). In place of in-house libraries, many organizations contracted with external information agencies to provide assistance as needed.

      Law libraries were, and continue to be, particularly vulnerable as law firms push to have lower overheads (O’Grady, 2016). These libraries currently function in a mixed world of staffed in-house libraries with some functions (e.g., cataloging) outsourced to another vendor. At the other end of the spectrum are firms that have outsourced the entirety of their library operations to a vendor (McQueen, 2016a, 2016b). What place the library has at the table in an organization is an indication of its importance, but McQueen (2016a) found that only 9 percent of law library directors reported to the managing partner. O’Grady (2016) presented a brief checklist for law librarians to determine whether they are vulnerable to outsourcing.

      More recently, public libraries have been hit by a significant level of outsourcing, particularly in the United Kingdom (UK) and the United States. Consideration of outsourcing public libraries began in the UK and the United States in the mid-1990s but did not develop fully until the mid-2000s. The justification for outsourcing the public libraries in communities varied, but there are distinct differences between the situation in the UK and the situation in the United States.

      Outsourced Libraries in the United Kingdom

      Outsourcing public libraries in the United Kingdom largely stems from the contraction of the public sector during David Cameron’s tenure as prime minister. This ideology was called the “Big Society,” one tenet of which was to contract the public sector by pushing service provision onto the market or volunteers or both. This move was not an attack on libraries per se; almost all public services were subject to extreme austerity measures. Cameron’s conservative-led coalition focused on what it deemed “an inefficient and bloated public sector” as the cause for financial woes rather than an unregulated banking sector (Davies, 2012). This focus on austerity has not changed with his successors.

      For public library service, this shift meant a significant reduction in funds available at the local level. Some municipalities and counties started to look for ways to stretch their funds. Some libraries closed, but no one has exact numbers on how many. Getting a perspective on closures is difficult because the government is not keeping tally of affected libraries and communities. The only reliable source on outsourced public libraries in the United Kingdom is Ian Anstice’s Public Library News blog (www.publiclibrariesnews.com/​author/​iananstice0412).

      Libraries are threatened with closure and do so if no outside group steps in to provide service. Those that do not close are outsourced in one of three ways: they are restructured as charitable trusts, they are outsourced to volunteer groups to run, or they are outsourced to private companies.

      Just more than 40 systems have been outsourced to charitable trusts. Contracts are renewable and average about five years in duration. These trusts are often focused more broadly on “culture and leisure services” and include sports, theaters, museums, and community centers. The organizations vary from locally created trusts for a particular community to larger organizations that manage a handful of regional library systems.

      Private, for-profit management made up a very small amount of the outsourced libraries in the UK, with only four systems outsourced in this way. All four were outsourced to the same firm. In early 2018, the outsourcing firm collapsed and was liquidated. All four systems have since been brought back in-house (Mortimer, 2018).

      Councils and counties turning over libraries to community volunteers is the most prevalent type of outsourcing in the UK. As of this writing, more than 500 libraries have been mostly or wholly turned over to volunteer groups (Public Libraries News, n.d.). Some of these libraries have become completely independent entities, but most are still, technically, part of the local library system with access to book stocks from the main library system. Staffing, however, is the change. The council has handed off the managing and staffing of the libraries to volunteer community groups. Some libraries have one professional staff member once a week, but most are volunteer-only. There is little tracking of these volunteer libraries, so it is unknown how successful this strategy will be in the long term, but the dearth of degreed librarians and the onset of volunteer fatigue suggest that this strategy will not succeed.

      Although the initial wave of libraries turned over to volunteers had slowed by 2014, the number of libraries closed or outsourced has grown significantly since then with no end in sight (Public Libraries News, n.d.). Local councils are severely strapped for funds, leading to deeper cuts. This is all happening even though public libraries are a statutory service. The 1964 Public Libraries and Museums Act outlined that authorities are charged with providing a “comprehensive and efficient library service for all persons” (United Kingdom, 1964). Unfortunately, neither “comprehensive” nor “efficient” are defined, and the UK lacks public library standards that might outline appropriate levels of service. Thus far, protests and complaints (Public Libraries News, n.d.), lawsuits (Dobson, 2017; Morris, 2016, 2018), and advocacy by the Chartered Institute of Library and Information Professionals (CILIP) have yet to make a significant dent in the number of libraries outsourced. It is unclear at this point what might turn the tide in favor of municipally governed and staffed public libraries.

      Outsourced Libraries in the United States

      The environment in the United States is quite different from that in the UK. There are outsourced public libraries in the United States, but the phenomenon is not as bleak as it is in the UK. In the United States, a variety of justifications are presented when a municipal or county government outsources its public libraries. In some cases, there were disputes between local governments that had previously co-managed library services; in others, there was dissatisfaction with previous library management and, most significantly, budget shortfalls that made outsourcing seem a good solution to new fiscal constraints (Hill, 2009; Ward, 2007; Ward & Carpenter, 2006). Some sort of strain or contention has been the catalyst for the majority of public library outsourcing in the United States, but healthy communities are not immune. A few communities have contemplated outsourcing their libraries with seemingly no significant trigger. In these communities, the library systems were well supported and considered strong.

      In 1997, Riverside County, California, was faced with significant budget cuts and so decided to outsource its public library system to a private contractor (Seitz, 1998). Another system was outsourced in 1998 and another in 2001; after that there was an average of two systems a year until 2007, when there were six (Hill, 2009). There are currently 20 public library systems across the United States outsourced to a private company.

      There are no key characteristics or commonalities to the library systems or communities involved. The outsourced libraries are a diverse mix of systems that vary in size from a 36-branch system in a large metropolitan area to single-building operations in small, rural towns. As well, the libraries are geographically dispersed in six states: California, Florida, Kansas, Oregon, Tennessee, and Texas. The only trend that stands out is that California has the most, with nine systems outsourced.

      How Does It Work?

      The governing body of the library makes the initial decision to explore outsourcing. It generally sends out an RFP asking interested vendors to submit a proposal on how they would run the library and for how much. In a healthy market, there would be a variety of vendors that would submit proposals, allowing for a diversity of choice in service provision, but this is not the reality for library management services. As with the UK, there is only one company bidding on library management contracts, a U.S.-based private equity firm. There is no competitive market for this service. For the majority of communities, only two proposals have been submitted, one from the private vendor and one from the current library staff.

      Library managers and directors in communities where outsourcing is a possibility have two possible strategies: cooperate or compete. The success of the latter strategy has varied. Library management and staff in small communities seem more likely to actively participate in the outsourcing process. Because of its size, the private management firm does provide for certain economies of scale. The possibility of having access to a broader network of resources could be especially appealing to small and rural libraries that often have difficulties attracting qualified candidates for positions and often suffer the most from a lack of resources. In these communities, library staff and management have fully cooperated with the development of the outsourcing contract, knowing they would have to reapply for their jobs with the contractor.

      In other communities, library management and staff have been put into the awkward position of assisting the local government with developing the RFP while also creating their own bid to provide services. Most of these communities have ended up signing a contract with the private vendor, but not all. In those communities where the current library staff have “won” the contract, the library did not then become a private company. Rather, the winning bid is the basis for the future library budget.

      In libraries that are outsourced, management and staff are either shifted to other positions within the local government or let go and advised to apply for a job with the contractor. The contractor hires all management and staff, who are then employees of the contractor. Some staff who were public employees of the library do apply for and obtain positions with the contractor, while others do not. The contractor’s staff then operates the library in its day-to-day activities over the contract period, generally three to five years.

      Libraries managed in this fashion are still overseen by a local board of directors, but their managers and staff are employees of the private firm. The private firm gets a yearly sum to staff, resource, and equip the library system, but the resources do not become property of the private firm. The buildings, books, computers, and all other resources are still owned by the local community. The contracts are written such that these libraries still qualify as public libraries in the states in which they operate.

      Whether outsourcing public libraries leads to the types of solutions that local governments desire is questionable. Studies of outsourced public libraries are becoming dated but show mixed results. In some communities there was a decline in community use of the libraries after they were outsourced, while in others, there was an increase in community use but with corresponding increases in operational costs (Ward, 2007; Ward & Carpenter, 2006). Meaningless or unmeasurable performance criteria also plague the contracts. Performance criteria include such things as providing reference service and an overall mandate to provide “prompt, friendly, and accurate service” (Jackson County, Oregon, 2007). Although few would dismiss the importance of providing “prompt, friendly, accurate service,” how such criteria would be measured and evaluated is unknown. In another contract the contractor is charged to “define core library performance measurements” (City of Redding, 2006, p. 3), which seems to put the contractor in charge of developing the criteria by which it will be evaluated.

      At the same time, most of the libraries outsourced remain so. The first instance of this level of outsourcing, Riverside Public Library in California, remains managed by the private firm 22 years later. Another 10 library systems have been privately managed for at least 10 years, with a total of 20 library systems under private management. At least six systems that were privately managed at one time have since been brought back under public management.

      How to Prevent Outsourcing

      The three connected groups at the center of this outsourcing process are the library management and staff, the local government in charge of providing library operations, and the community. Anecdotally, there seems to be a correlation between the relationships that exist among these three groups and the potential for outsourcing. In some cases, the breakdown of the relationship between local governance and the public library’s management led to outsourcing the library. One library system was completely unaware of the contracting process until the RFP was released to the public. In other cases, attempts by local governance to pursue outsourcing in spite of significant public criticism perhaps shows an undercurrent of discord already present between local governance and the community at large. Although library managers have limited control over the relationship between the community and local governance, there is a strong incentive to make sure that the library has a strong relationship with local governance and with the community.

      Of the library systems that remained publicly managed, it was not necessarily through the strength of their bid that they remained public. The contractor has had more than 20 years of developing an expertise at creating bids for library service. In no case studied has the current library staff ever underbid the private contractor. In one community, outsourcing the libraries would have hypothetically saved the municipality $500,000 over three years, but the libraries were kept publicly managed because of the public sentiment surrounding the idea (Bedford mayor, 2007).

      What has seemed to make the difference is not simply a lack of community support for the idea of outsourcing public libraries but a strong, vocal objection to the idea. Public sentiment also seems to play a role in communities that never advance to the stage of asking for bids for library service. In these communities, citizens vocalized their displeasure at city council meetings, through signed petitions, and in the local media through letters to the editor and editorials. Public support, though a seemingly necessary criterion for the library to remain publicly managed, is not sufficient. In many communities where there was strong public objection to outsourcing the library, and in the case of Santa Clarita, California, two lawsuits, the local government outsourced the libraries anyway.

      The American Library Association (ALA) had previously been active in advocating that public libraries remain publicly managed but has more recently been silent. The most recent document from ALA is its Privatizing Libraries report published in 2012. ALA also made the curious move at its 2011 Annual Conference to censor part of a presentation on this phenomenon.

      The Future of Outsourced Libraries

      In each of these cases, similar justifications are used that include a desire to save money, a shift in thinking that the public sector should compete with the private sector, or a strong ideological belief that the private sector is intrinsically better than the public sector and will provide better, more innovative services for a reduced cost.

      As shown previously, outsourcing has been a long-used tool in libraries, but current approaches to governance in the public sector have accelerated its use and increased the scope of outsourcing possibilities. Outsourcing of whole libraries is a small phenomenon when one considers all the public libraries in existence, but the extent of the phenomenon in the UK is alarming, and there is no reason to doubt an increase of its use in the future. Outsourcing at this level seems a particularly attractive option in times of financial distress as local governments look to do more, or at least the same, with less. As local governments adopt the tenets of New Public Management, with its push for increased outsourcing and reliance on the market for the provision of services, and as they feel increased budget crunches, public library budgets may well be a target, and outsourcing the entire library may be an approach adopted by more municipalities. Of course, the reality of money savings is still to be proven, but current public governance philosophy assumes a faith in the market that seems to be absent from public management—namely, that the private market, because of competition, is cheaper and more responsive than public management.
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