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Preface

The profession of library and information science has changed so dramati-
cally in the last two decades that content about libraries in general as well as
content about managing libraries, library employees, services, and resources
is often too quickly out of date. Historical, classic, or even recent content is
helpful in outlining directions and identifying how processes may be accom-
plished but, once applied to an environment, may no longer match the reality.

In my over thirty-five years in the profession in all types and sizes of librar-
ies, the most challenging aspects of my job included the general management
of the organization and the management of the myriad of employees working
in the organization. Other “most challenging™ aspects on my list include the
management roles and responsibilities of working across lines of the organi-
zation with peers and colleagues as well as managing “up™ to my immediate
supervisors and other administrators and stakeholders.

In the search for content and techniques to assist me in creating contempo-
rary structures to better manage activities, issues, and people in my own li-
braries, | realized that the best techniques were those that identified context in
the workplace, meaningful connections of issues and activities to individual
employee roles and responsibilities, and, most importantly, managing change
and the identification of specific management issues and activities changing
or being introduced into the workplace.

While each workplace is unique, my experience in a variety of types
and sizes of libraries and my commitment to a focus on all types and sizes
of libraries, has provided me with a unique perspective that has enriched
all of my positions and given me an appreciation not only of the extent
of differences among libraries and librarians, but also of the similarities
within the profession and among professionals. This book is my attempt,
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therefore, to capture the breadth of the profession and to identify techniques
and processes for managing that breadth. | would hope that readers both in
educational settings and in practice will be able to recognize themselves or
their workplaces in this content and/or use the techniques and processes to
identify their own solutions.

Recommending the best professional management literature (books,
journals, website content) of today to accompany this book content, how-
ever, is a book in and of itself. In sorting through recommended resources,
| struggled to define general vs. specific types of management as well as
management by size and type of organization, profit vs. nonprofit, and
nonlibrary vs. library content, and use-in-practice vs. education and train-
ing. Instead of adding hundreds of titles, | identified what | considered to
be indispensable for a manager’s “bookshelf.” This general annotated list is
located in the appendices; however, recommended sources for each chapter
are located at the end of the chapter.

The title of a nonfiction book should communicate to readers an idea of not
only context but also general content and, if possible, application of content.
Library Management for the Digital Age: A New Paradigm offers readers an
opportunity to find themselves within the text or make their own application
of content rather than telling readers “this is the only way.” As such:

* content includes information on all types and sizes of libraries

« content includes a wide variety of management situations

» readers will find themselves on either or both sides of paradigms and can
also decide to create new paradigms

* readers from the lowest to the highest tech library environment not only
will be able to find, identify, or locate “themselves™ and their libraries, but
also will be able to find multiple ways (both classic and new) to articulate
issues as well as multiple ways (both classic and new) to identify solutions

BOOK ORGANIZATION: PART I

Library Management for the Digital Age: A New Paradigm introduces library
managers and librarians who wish to be managers to the “new management”
within the twenty-first-century library environment; the content is intended to
be analyzed in a variety of ways including the use of case method. In addition,
in part I, content is also illustrated and analyzed through the use of Paradigm
Shifts, which are used to compare and contrast the old, “classic” management
style with new, “contemporary’ management practices. The sixteen chapters
are as follows:
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Chapter 1. Classic Management vs. New Management

Library managers must be able to understand not only their workplace en-
vironment but also the practice of management and the role of change in
management.

Chapter 2. Preparing and Maintaining the New Manager

Learning how to manage has changed and learning opportunities include
education, training, professional development, and/or continuing education.

Chapter 3. “Managing” New Employees/Staff/
Human Resources/Stakeholders

A major part of learning a workplace environment is getting to know the
organization’s employees including how they have changed, how they have
stayed the same, and how to choose appropriate methods of managing, direct-
ing, and coordinating.

Chapter 4. New Management of Change

Today’s managers must be able to define change and assist others in issues
surrounding change as well as techniques for dealing with resistance to
change and embracing change.

Chapter 5. New Managers Designing New Organizations

Managers must assess organizations to determine if structures and practices
need to be changed to meet the needs created by changing work environments.

Chapter 6. Management Infrastructure Documents
in New Organizations

An organization’s management documents must be continuously assessed
to determine if they keep up with the dramatic rate of change found in work
environments today.

Chapter 7. Managing New Services and Resources

Library managers manage and market a hybrid of classic as well as newer
resources and services such as one-stop, distance, or remote access, and
constituent-driven programs, resources, and services.
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Chapter 8. Managing Those Outside the “Sphere”

Much attention should be paid to relationships that provide support for the li-
brary such as peer organizations, partners, and the library’s umbrella institution.

Chapter 9. New Management “in Action” Communication

Managers should audit their communication practices, identify skills set, and
employ best practices to implement exemplary communication techniques.

Chapter 10. New Managers within Classic and New Organizations

Library managers need successful coordinating and directing relationships
with governing and advisory groups as well as stakeholders and supporters.

Chapter 11. New Managers in Classic and New Facilities
and Environments

Today’s managers must be prepared for maintaining, renovating, design-
ing, and building library facilities that range from historic to the newest
environments.

Chapter 12. New “Landscapes” for Library
and Information Settings

Library managers must be aware of and in tune with not only local, re-
gional, or state issues and changes but also national and global societal
changes and issues.

Chapter 13. Managing the Balance to Meet
New Constituent/Customer Expectations

Library managers must keep up with changing constituents (users and poten-
tial users) for library resources and services to remain relevant and essential
to constituent communities.

Chapter 14. Accountability, Measurement, and Assessment
in New Management Organizations

Library managers must be well versed in assessment and measurement, as
well as accountable to their umbrella organizations and communities for ex-
penditures, resources, and the impact of those expenditures on constituents.
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Chapter 15. New Budgeting with (Mostly) Classic Budgeting Issues

Library managers are responsible for organizing, tracking, and spending dollars
and must be able to justify and account for all public and private dollars, library
services and resources, and the library’s physical and digital infrastructure.

Chapter 16. Emergency Management Roles and Responsibilities
of New Managers

Libraries have long been involved in disaster planning to protect services and
resources and today’s work environments demand that employees are pre-
pared at the highest levels for handling critical issues and risk and emergency
management.

BOOK ORGANIZATION: PART II

The management content described in part | is complemented by the sixteen
cases in part II. Each case matches up with the chapter of the same number
(e.g.. case #1 matches with chapter 1). The cases are intended to be analyzed
using the ten-point case method that is described in the introduction to part I1.
Cases can be analyzed in conjunction with part | content, or can be utilized
independent of part I. For each case, the focus and uses within various types
of libraries is given.

THE DIGITAL AGE AND PARADIGM SHIFT

Finally, a reasonable question might be, however, can or how can low- or
lower-tech environments make significant use of a management book pre-
senting “digital age™ paradigms and paradigm shifts? The answer to this
question lies not in library funding levels or the identification of the type or
size of the library or management style of the librarian—rather in the defini-
tion of digital age.

Many terms change or morph as they “age™ or progress through their con-
text or continuum. And, of course, things are relative. That is, three to four
decades ago, a “high-tech™ library might have been one with a card catalog
converted to a high-speed microfilm reader and by no stretch of the imagi-
nation would that “high-tech™ environment with the same reader (and some
might say with any microfilm!) be considered “high tech™ today.

Such is the term digital age. With almost dozens of definitions and inter-
pretations of digital age, one can find a literal definition of the difference
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between analog and digital as well as phrases many consider to be synony-
mous with digital age such as computer age, information age, or the new
media age. Digital age is a perfect categorization of our current “state”
in all library and information settings because not only does the phrase
mean the changes in technology that have and continue to occur, but it also
includes new ways of doing business, different ways of looking at things,
changing processes and procedures, and the speed with which things change
and become different. The reality is that libraries today are different, and
Library Management for the Digital Age: A New Paradigm offers ideas not
only on what is different and new that includes technology, but also differ-
ent ways of looking at the usual, classic, or familiar for not only “what is
now” but also “what is next.”
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Introduction

Most introductions are designed to describe what’s in the book. For this work,
however, it’s equally important to identify what doesn’t seem to be included
in the content, why some terminology is used or not used, as well as how and
when the book might be used. To this end, this introduction includes what is
in the book but also answers questions about what isn’t in the book and why
some things are identified as they are.

What Is Included in the Book?

This book includes descriptions of libraries, employees, services, and re-
sources but does so specifically in the context of how they have changed.
Rather than providing historical contexts, paradigms describe what is happen-
ing or has just happened in many contemporary settings, and then Paradigm
Shifts and management cases provide the bigger picture of how the profes-
sion, libraries, employees, and services and resources are changing and define
what is “new.” To keep content from stagnating, however, I’ve provided
information in terms of what is contemporary, what is new, as well as how to
use techniques in the workplace to continue to define what is changing and
what is not only new but also next.

“New™ management education and training curriculum and content, within
the context of a contemporary workplace, should:

* identify contemporary management definitions

+ focus on management issues

* illustrate how management definitions, issues, etc., apply to today’s and
tomorrow’s environments and specifically nonprofit environments such as
libraries

Xvii
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« illustrate how management definitions, issues, etc., apply to all types and
sizes of libraries

« identify best practices, benchmarks, and examples

« provide techniques and tools for managers to learn and apply the discipline
of management

Just as this content can be used in teaching, learning, and training settings,
the practitioner should embrace this content and the techniques used to intro-
duce content. That is, managers in the field should explore these techniques
for the transition from management theory to the application of management
content for employees, ancillary groups, umbrella organization employees,
institutional partners, and vendors. New management managers must bring
this content and these techniques into the workplace to illustrate manage-
ment excellence and provide a rationale for data-driven decision-making and
problem-solving. To this end, each chapter provides an overview of con-
tent, one or more Paradigm Shifts, and questions for discussion: cases that
complement each chapter are included in part 11, to be analyzed with the case
method. Although a number of areas in the library and information profession
do routinely use the case method technique for teaching and learning certain
issues in academic settings (e.g., intellectual freedom, human resources, eth-
ics), techniques such as the design of Paradigm Shifts and the case method
should be integrated into workplace operations at all levels and for all types
and sizes of libraries.

What Constitutes Contemporary Management Education
and Training?

Decades of “old management™ education and training curricula have outlined
the study of management in similar if not identical ways beginning with a
historical look at theory, and types and styles of management. While the “his-
tory of management™ approach is the older or more classic way of providing
context for contemporary management, the reality is that studying manage-
ment theory, and older or classic types and styles, is not a critical or required
initial step in learning how to manage or—more importantly—how to excel
at management. Instead, identifying aspects of management and management
definitions, focusing on successful, contemporary management issues, illus-
trating how historical or more classic types and styles apply to today’s and
tomorrow’s nonprofit environments, illustrating how types and styles apply
to current library settings, and providing techniques and tools for managers
to learn and apply the discipline of management is the more successful cur-
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riculum for educating and training the new management manager. In addition,
more typical management learning tools and techniques for managers have
been used in educational settings or classrooms rather than in the workplace,
and although these techniques are critical for learning how to transition from
theory to the application of management content, new management managers
must bring these techniques into work environments for efficiency, effective-
ness, and more successful communication, as well as data- and information-
driven decision-making and problem-solving.

For example, there are a variety of ways to use a Paradigm Shift as a tech-
nique in studying management. These ways include:

* study relevant curriculum, read or review the Paradigm Shift, and answer
questions in group or classroom settings with guided discussions

* read or review the Paradigm Shift, answer questions in group or classroom
settings, study relevant curriculum, and answer questions again through a
guided discussion, and in the second discussion, compare answers to see if
application of the management techniques altered answers or the suggested
resolutions to the situation

Using Paradigm Shifts as management techniques in a new management
workplace, however, is highly recommended. This technique—in group or
classroom settings—is helpful in addressing issues and assists in decision-
making and problem-solving, as well as teaching other managers and po-
tential managers how to manage. Using Paradigm Shifts in the workplace
can include:

* interview those involved; identify facts and issues; design a paradigm;
provide a forum (ad hoc or ongoing group) for discussion; review the
Paradigm Shift with the group and address, discuss, and answer questions;
and then complete a Paradigm Shift and/or choose from among alternatives

* interview those involved; identify facts and issues; provide a forum (ad
hoc or standard) for discussion; design a paradigm with those involved
and other employees appropriate to the situation; review the Paradigm
Shift and address, discuss, and answer questions; and/or choose from
among alternatives

Although a number of areas in the profession do use Paradigm Shifts
routinely, such as intellectual freedom and emergency management, this
management technique should be integrated into operations at all levels if
possible.
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How Does This Book’s Style or Content Delivery Work
for Teaching and Learning Settings as Well as in the
Workplace or Practice?

Although almost all content about using paradigms, Paradigm Shifts, and case
method techniques place their use in education and in training classrooms, the
use of these techniques in the practice of management can be a manager’s
best tool for modeling behavior, discussing issues, solving problems, and
orienting, training, and retraining. Education and training uses include:

+ read the content, read the case or review the Paradigm Shift, and answer
questions in group or classroom settings with guided, group discussions

+ read the case, following practices for reviewing cases individually, have
group discussion, and compare approaches and opinions on case handling
and solutions

* review the Paradigm Shift in a group setting and answer questions, read
content and answer—in the group—questions again, have guided discus-
sion, and compare and contrast answers to see if content altered discussion.
answers, or the resolutions

« read content, break group into small groups, have discussion, and compare
and contrast approaches of smaller groups in larger group

Uses in practice include, for example, using tools for problem-solving:

« select a problem, interview those involved, identify facts and issues, pri-
oritize, speculate on outcomes, share/discuss with those involved, propose
solutions in team meetings, choose solutions based on data gathered, and
create a Paradigm Shift for how the situation, activity, and problem were
before and are now after the solution

« select a Paradigm Shift related to an organizational issue (new space, new
service, changing resources), create a third column, gather a group, and
complete the third column as a team

 select a Paradigm Shift related to an organizational issue (new space,
new service, changing resources), create a third column, ask individuals
involved to complete the third column by themselves. gather a group,
compare third column as a team to identify difference and similarities, and
create a third column after discussions

* select a problem, interview those involved, identify facts and issues, pro-
vide a forum (ad hoc or standard) for discussion, design a paradigm with
those involved and other employees appropriate to the situation, ask oth-
ers such as departments or small groups to take the paradigm and create
a Paradigm Shift, gather a group of those smaller groups, compare shifts,



Introduction XXi

have groups defend shift elements chosen, and create the Paradigm Shift
created by all involved

Who Are the Manager’s “Employees” in Libraries Today
and How Should They Be Identified?

All types and sizes of libraries have varieties of people working in them at any
given time. There are too many variations and categories of individuals to accu-
rately characterize each situation in, for example, paradigms, cases, and general
content specifically; therefore, for this book, the term employees—typically
used to refer to only paid or salaried individuals—will be used to encompass
full- and part-time workers, student workers, volunteers, interns, etc. While
library managers need to have overarching policies for everyone for whom they
are responsible, they need to ensure that every category of employee be cov-
ered (whether included or excluded) when considering human resource issues
(insurance, benefits, performance, etc.) as well as management issues (commu-
nication, roles and responsibilities, etc.). Although it is not possible—given the
range of types and sizes of libraries and their umbrella organizations, to provide
specifics for the many different levels and types of employees for each situa-
tion, it is important to identify how these categories and levels of employees
might be addressed by managers. A basic list is most easily done by identifying
categories of employees by type of library.

Questions that managers need to have asked and answered for their em-
ployees include:

* Which employees are covered by which policies and procedures of the
organization and/or umbrella organization?

* Who speaks for the library and library management, including in general
communication and in decision-making, for public presentations, in formal
and informal group meetings, and in written communication? And in a
related issue, who is allowed to use library letterhead in communications?

* Who enters into agreements or is allowed to sign contracts? And what lev-
els or types of contracts?

* How do organizational benefits apply to categories and levels of employ-
ees and, if applicable, what other benefits might apply such as umbrella
organization, related entities, partnership benefits, or local, state, or federal
infrastructure such as worker’s compensation?

Public Libraries

Public libraries can have permanent full- and part-time employees who are
paid (hourly, salaried, on contract or subcontract, etc.); temporary (seasonal



