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The Mission statement of Harvard College aptly reflects the objectives one gains from attending the ACRL/Harvard Institute.  An excerpt of the Mission Statement follows… “Education at Harvard should liberate students to explore, to create, to challenge, and to lead. The support the College provides to students is a foundation upon which self-reliance and habits of lifelong learning are built: Harvard expects that the scholarship and collegiality it fosters in its students will lead them in their later lives to advance knowledge, to promote understanding, and to serve society.”  (Harry R. Lewis, Dean of Harvard College, February 23, 1997.)  The Institute succeeded in setting an agenda that accomplishes the College’s goals.

Being immersed in the Harvard environment, if only for a few days, afforded academic librarians from organizations as diverse as the geographic areas they call home an opportunity to come together and share in an educational and scholarly leadership training experience.  While the majority of the participants came from within the fifty United States, there was an attendee from as far away as Australia.  Canada was especially well represented, as were the British West Indies.  The institutions represented were equally diverse, ranging from academic organizations as small as a few hundred to larger institutions with tens of thousands of students.  Both specialized and general academic librarians were attended.  Despite our diversity, one common goal brought the group of almost 100 participants together.  All hoped to hone our leadership skills in order to become more effective in interactions with administrators and staff at home.

The 2003 course, held August 3-8th, was the fifth time the program was offered, and judging from the comments of the instructors, each year the program keeps getting better.  This is hard to believe, as the content and organization of the program appeared to be very cohesive and well thought through.  Most participants said their decision to attend the Institute was based on comments of past attendees.

The course is rigorous. The typical day began at 8:00 am and runs until almost 5:00 pm.  Each night there were reading assignment that related to the next day’s presentation and discussion.  Readings consisted mainly of case studies and articles in support of program content.  

In order to maximize the Harvard experience and contain costs, most of the participants elected to room in a dormitory reserved for summer guests.  The librarians represented only one of many groups residing in the dorm, so it was always a-buzz with activity.  This experience was truly reminiscent of college dorm life as the rooms were spartan, the beds hard and the bathroom facilities shared.  At the end of the week, just before we were scheduled to leave the dorm, the elevator stopped working.  This was not much of a problem until we had to carry suitcases filled with a weeks worth of clothes and bags of printed material down from the third and fourth floors.  I shudder to think how the next group was going to feel, having to carry suitcases UP the four flights of stairs.

Of the 97 participants, only two of us represented health sciences libraries.  At the conclusion of the Institute the two of us hoped that in future years more of our colleagues would elect to participate. The Institute provides a unique opportunity for librarians to assess their leadership skills; an opportunity that other health sciences librarians might want to consider.  It was a wonderful chance to exchange theories and ideas about leadership with others who share our experiences and interests.

The Leadership Institute enables one to examine their own leadership styles and “deepen insights and broaden [ones] repertoire of useful approaches to leadership.”  Through exercises, discussion and case-based learning, participants can test new ideas and share new strategies that will help to better position organizations for the future.  The flow of the institute in terms of content and presentations is carefully arranged to provide a continuum and progression in development of concepts.  By the end of the week, participants have learned a new series of tools to assist them in making leadership decisions.

Faculty of the institute are an impressive group.  They are extremely eager and willing to share their knowledge.  Many are authors or significant contributors to the books or ideas used by the Institute.

Joseph Zolner, director, Harvard Institutes for Higher Education and Educational Chair of the Leadership Institute for Academic Librarians, Harvard Graduate School of Education, set the tone of the institute with his introductory remarks and invitation to be an active participant.  Zolner attributed a great deal of the success of each Institute to the willingness of attendees to contribute to the program.

Joan Gallos, professor and former Dean of the School of Education at the University of Missouri-Kansas City, works as a consultant and educator focusing on the design and management of collaborative workplaces.  Using the publication Reframing Organizations: Artistry, Choice and Leadership by Lee G. Bolman and Terrence E. Deal, Dr. Gallos presented the concept that leaders need to examine organizations by applying multiple lenses.  Organizations are complex, and in order for a leader to be effective s/he has to be able to reframe an issue applying several, if not all, of the frames.  According to Bolman and Deal these frames encompass the Structural, Human Resource, Political and Symbolic perspectives.

Jim Honan, faculty member at the Harvard Graduate School of Education and co-chair of Harvard’s Institute for Educational Management focused on concerns of financial management and organizational planning.  In order to plan and develop strategies in which to effectively manage our organizations it is essential that we be mindful of and responsive to the importance of aligning external institutional concerns with internal priorities and goals.

Maureen Sullivan, organizational development consultant and past president of the Association of College and Research Libraries, used a case-based approach to present material on leadership styles.  She believes that leaders function as change agents in an organization.  However, the ability to successfully implement change is linked closely with one’s approach to and understanding of the organization.  Change requires preparation, development of trust, a shared vision and defined work responsibilities in order for restructuring to be successful. It is important to note that change is an ongoing process for all organizations.

Robert Kegan, also a faculty member at the Harvard Graduate of Education, conducts research in human development.  He co-authored with Lisa Laskow Lahey, How the Way We Talk Can Change the Way We Work. This book suggests that in order to better understand change, it is essential to understand the ways in which we as individuals tend to prevent change. This wais a dynamic, lively session which enabled us to apply knowledge gained about ourselves to the understanding of how others view change.  By gaining this insight about change, librarians will be better positioned to provide leadership for their operations.

Many opportunities to network and share revolved around small group discussions.  It was clear that by the end of the Institute, each person would leave having gained significant personal benefits and insights into leadership styles and opportunities.

The 6th annual ACRL/Harvard Leadership Institute for Academic Librarians is scheduled for August 8 - 13, 2004 at Harvard University.

AAHSL Leadership Scholarship Report

                           Roz McConnaughy

I used the AAHSL Leadership scholarship that I received to participate in the Library Leadership for New Managers Program, an Association of Research Libraries Office of Leadership and Management Services training program.  This program consisted of three parts.  The first part of the program was an in-person Leadership Institute in Washington, DC.  The second part of the program was a web-based course, “Motivation, Performance, and Commitment.”  The last portion of the program was a facilitated project that required using some of the information gained from the New Managers Program at my home institution.  I selected this program for many reasons. The program was geared toward new managers, it covered a wide assortment of leadership topics, and the course material was presented in varying formats.  

The Leadership Institute consisted of two full days and two half days.  The major concepts discussed were career management, collaboration, and communication.  A variety of methods, such as lecture, discussion panels, and group work were utilized to cover the course material.  All of the material was new to me; it was very thought-provoking. The instructors distributed useful reading lists and brought some of those texts to the Institute for us to look through.  The most interesting part of the Institute was the panel discussion on influencing.  Two of the panel members, inspiring academic library directors from the DC area, shared their thoughts on leadership and described what some of their employees did that made them stand out.  The session on group structure was also intriguing. We discussed two theories of the development stages that groups move through to become highly effective.

It did not take me very long to complete the web-based course, “Motivation, Performance, and Commitment.”  The course provided a good overview of these subjects, but I wish it had been more in-depth.  I was surprised to learn how rewards can be ineffective and the many conditions required to make money an effective reward.  I found the information on the core job dimensions and steps for building commitment useful.

My facilitated project focused on improving the effectiveness of the Collection Development Committee at my library.  This committee had been fairly inactive over the past year, and there was some confusion about our mission.  We met twice for the project. Before the first meeting, I sent out a pre-survey about our strengths and weaknesses.  At our first meeting, the committee discussed the survey responses and suggested ways to improve our weaknesses.  Next, I created a survey about collection development committee activities, procedures, and goals to identify best practices for collection development.  I posted the survey on four collection development-related listservs.  I received 51 responses from academic libraries.  I compiled the survey results, and the Collection Development Committee met to discuss the findings and implement relevant methods.  Finally, I distributed a post-survey to the committee members to evaluate the project.

At the first Collection Development Meeting, we made the following decisions: 

· Keep the composition of the committee the same.

· Meet every two months.

· Use the monthly staff meeting to update entire staff on the Collection Development Committee activities.

· Reply to “all addresses” on emails sent out that require a comment.

· Be more conscious of using faculty meetings to discuss collection development issues.

At the second Collection Development Meeting, we made the following decisions:     

· Send out agenda for meeting in advance.



        

· Determine the charge of the Collection Development Committee.

· Revisit the Collection Development Policy Draft. 

   I think the project reinvigorated the committee.  Some of the members had a more positive attitude about the meetings and were more vocal during the meetings.  It is difficult to create enthusiasm for issues that are commonly believed by some of the committee members to be irrelevant to their job or just really boring.  Participating in this program has given me an appreciation of the goals and services of the organization that are not immediately related to my position and duties.   

  I was a little disappointed about the survey results I received from other libraries. Many of the responses were from large academic libraries, so they were not very relevant for our structure.  It was difficult coming up with a survey that would give me the feedback I wanted.  On the other hand, it was interesting to hear from libraries that were just starting a collection development committee or were frustrated with their situations.

Overall, the Library Leadership for New Managers Program was a great experience.  It introduced me to many new ideas and made me contemplate how I supervise others.   I really enjoyed the facilitated project because it gave me the chance to share some of the things I learned with colleagues and enabled me to have a positive effect on my institution.  

Roz McConnaughy

Coordinator, Center for Disability Resources Library

University of South Carolina School of Medicine Library

Library Management Skills Institute I

To my estimation the Institute provided the participants with one of the most productive and interesting opportunities for exposure to issues, concerns, strategies and theories relevant to management in general and library management in particular. The structure of the workshop which was divided into theoretical as well as practical sessions was planned with a view to increasing the learning possibilities as much as possible. I consider the discussions, materials and interactive techniques of the Institute extremely productive and helpful in allowing the participants not only active involvement in the discussions but individual input as well.

What made the workshop even more productive was the possibility of exchanging views with colleagues who faced more or less similar conditions, problems, issues and challenges in their respective institutions. The presence of an atmosphere of trust made it possible for participants to express their views regarding library developments, changes and concerns regarding the latter. It was interesting for me to find out that my colleagues in other libraries shared some of the same concerns and faced some of the same challenges as we are dealing with in our library. 

The three days of the workshop were organized into different units. The following are a few of the major areas of discussion during this period:

· Management In Context

This section of the workshop was devoted to a discussion of the context of management in organizations and libraries. The two main approaches in management that we considered represented cooperative versus top-down models. It was argued that the cooperative style has better chance of creating a more efficient and participatory culture among the library staff.

· Behavior Styles

What are the general behavior styles influencing the ways that individuals interact with each other? The discussions in this unit focused on attributes of each behavior style and the significance of understanding them in developing more effective communication and interaction with others in the context of organizational work.

· Power Dynamics

Here was another area of great importance for librarians and library operations. The dynamics of power relationships in any organization has important consequences for the productive nature of the organization. How to navigate and work through the power dynamics in any organization can be a serious problem for libraries as well.

· Influencing Skills

How do we influence others in order to make group interactions more effective? Such issues and others related to the dynamics of inter-organizational relationships are of special importance in structures that require more flexibility in dealings with others.

· Working with Groups

Developing effective groups, building teams capable of performing specific tasks, attributes of successful teams and groups were among issues we discussed in this section.

Working with Groups

The unit that I found to be of particular relevance and helpful in the changing atmosphere of libraries, where working within and through groups and teams is becoming increasingly indispensable for future improvements and developments in libraries, was the unit devoted to Working in Groups. This unit was especially of interest to me as our library has been experiencing major changes recently at many levels. It seems to me now that increasingly the library work will require team approach in developing and implementing projects as well as resolving problems in the library operations. Hence, the ability to develop effective teams in this context becomes crucial in our ability to deal with many changes that the library is experiencing.

This unit was devoted to analyzing the formation, working models, roles, and elements that make an effective team or group. To this end the discussions of the Institute in this unit were devoted in analyzing the different aspects of team building and functions. 

The discussions started with the Tuckman Model of the four stages of Team development that represents the following overview of the internal dynamics of team development in its different stages. It represents what happens in the process of team development and what internal changes the members usually go through in the formation of such working groups:

Stage one: Form- testing and dependence

At this stage the team members discover what behaviors are acceptable to the group. For newly established groups, this stage is the transition from individual to member status. For teams with new leadership, mission, or members, this stage is a period of testing behavior and dependence on formal or informal group leadership for guidance in a newly unstructured environment.

Stage two: Storm-internal conflict

Team members become hostile or overzealous as a way to express their individuality and resist group formation. Members recognize the extent of the task demands and respond emotionally to the perceived requirements for self-change and self-denial. 

Stage three: Norm- development of team cohesion

Members accept the team, team norms, their own roles, and idiosyncrasies of fellow members. Emotional conflict is reduced by patching up previously conflicting relationships.

Stage four: Perform- functional role relatedness

Team has established its interpersonal norms; it becomes an entity capable of diagnosing and solving problems and making decisions. This stage is not always reached by management teams.

This general psychological perspective on the dynamics of interpersonal relationships within a group allows one to predict some general patterns in team developments. However, before even considering such general overviews of individuals in group contexts it is important to pose the question of whether or not a group is the proper and effective tool for dealing with problems and issues. The following guidelines might supply some general criteria as to when it is appropriate to use team and group models. According to the discussions in the institute:

1. The groups should be used when there is not one person who already has the necessary information, responsibility, etc

2. They should be used to deal with matters of significance and substance

3. Groups are not effective in administering or controlling something

4. Groups should be given assignments within limits of their knowledge and authority

5. A group consisting of bosses and subordinates is inappropriate when the results of group efforts will be acted upon by the bosses.

Once it is determined that a group or team is indeed the proper tool for developing and implementing a project or resolving a problem then we need to consider the proper steps that need to be taken in organizing an effective team. The discussions on this topic pointed to the following steps that could help in developing an effective team:

1. Team purpose and mission:

      This stage includes discussions about the focus of the team, some realistic

       goals that could be formulated in brief and understandable format. This

       should be the stage where the individual members are inspired and

       energized to participate in the given project.

2. Team stakeholders:

It is important to determine what skills and talents are needed, who can be selected as team member, who could be a leader, what are the standards of accountability, etc.

3. Limits and expectations:


The team should determine the scope of the decision making power it has and the extent of its responsibility for the project. 

4. Team roles 

What are the expectations of the role of the team in the overall organizational structure? Will change/ fixed?

5. Internal mechanisms and ground rules:

There is a need to clarify the mechanics of how the different aspects of team’s work will actually get done. There is also a need to clarify the mechanisms to be used in determining the internal behavioral expectations of the group and conflict resolution steps. How will the logistics of the team activity such as meetings be determined, what are the internal and external feedback mechanisms, how will the performance valuations be conducted according to what methodologies?

One of the interesting discussions in this unit had to do with what are the features and qualities of successful teams. While these qualities are not by themselves guarantees for success they do seem to increase the success rate for team performance and should be kept in mind when developing a working group. The following are some of the attributes of successful teams:

1. Appropriate leadership

Team approach of the leadership, its ability to allocate time to team -building activities and to share functions with others as leaders in their own respect increases the leadership authority in the group

2. Suitable membership

Qualified individuals are needed to perform the given tasks with appropriate balance between individual skills and talents. The members also should develop commitment to the aims and goals of the team, be willing to devote personal energy to its activities and feel that they belong to the team

3. Constructive climate

The team should create a climate that  encourages members  to be relaxed but also to be direct and open in their dealings within the group and in raising issues, complaints and in proposing suggestions.

4. Desire to achieve

5. Critique without rancor

6. Positive inter-group relations

Many librarians admit that they find themselves in supervisory and administrative positions in libraries without proper previous training and practice. This situation could be remedied to some extent with their attendance at such helpful workshops and institutes as the one that was organized. I know in my own case that the attendance in the workshop allowed me to reflect on my own approach to internal library relationships and issues and provided an opportunity for gaining some very valuable tools and skills in dealing with the rapidly changing environments in libraries that we are facing at the present time. I would recommend the workshop to all librarians whether they are in supervisory positions or not as it provides skills and knowledge that are relevant to library work to all librarians.

Vaik Yousefi

Reference/Interlibrary Loan Librarian

UTHSCSA Briscoe Library

7703 Floyd Curl Dr.

San Antonio, TX 78229 

(210) 567-2460 Ph

(210) 567-2463 Fax

yousefi@uthscsa.edu
ARL Online Lyceum Course

Power Dynamics and Influencing Skills  




Barbara McNamee

Content Overview.

Registrants in this course have up to three weeks to complete the course.  Overall, the course takes between 6-10 hours to complete, including two assignments and two activities. The course software is flexible and intuitive.  The facilitator is available for questions and discussion and provides feedback on assignments in a reasonable period.   

The content covered in the course includes:

· Types of power and best practice for using each

· How individuals acquire power

· Unethical use of power and why individuals may use power inappropriately

· The individual as part of an organizational system

· Leadership Capacity

The activities include self-analysis on (1) types of power the registrant possesses and (2) unethical use of power. There are two assignments. The first is a case study that requires one to demonstrate understanding of power types. It reinforces the content of the first section and requires problem solving. 

The second assignment requires the participant to look at a local campus issue and apply knowledge regarding how power comes into play in an organization.

One of my favorite parts of the course was an ARL document on Directors and Campus Advocacy. The information was useful and provided some insights into how four library directors developed their power base on campus.  I shared the article with my director and used it as a tool to gain his perspective about advocacy techniques that he employs here on campus. Additionally, the course ended with fourteen questions for self-reflection. These have been useful for self-development and as a periodic mini-appraisal reminding me to ask myself, “Am I on the right track? What do I need to do next?”  It was a fitting ending to the class.

Leadership Development Benefits.

Leaders need to understand the types of power they and others possess and how best to utilize it.  This course helps one to recognize power and work with it.

Learning Rosabeth Moss-Kanter’s theories on acquiring power provided me with some immediate things I can do to start improving my status in the organization and to change some relationships that are not working well. These are traits that one can always self-check against in both new and long-term positions.

Similarly, a segment on Leadership Competencies (Management of Attention, Meaning, Trust and Self) provided yet another concrete path of development that I could incorporate into my appraisal process with my director to measure my growth.

Assessment/Evaluation.

Via a concise, online package this online course is filled with useful core information that provides a starting point from which to begin thinking about power.  The delivery style is extremely convenient for busy professionals. If one is looking for an in-depth education on power and dealing with campus politics, this course provides only a very basic start. One of the most useful aspects for both the novice and the initiated is the self-assessment portion.  Absent from the content is anything related to power and gender. This is a good place to start for a novice or for someone with good intuition and observation powers who needs some insight on theory. It may be too basic for those who have been well mentored or are in the mid-experience range in dealing with internal and campus politics.

Brief Report of the ARL/OLMS Library Management Skills Institute I: 

The Manager

July 12-14, 2004, Chicago, IL

Submitted by

 Carol Scherrer

Library of the Health Sciences

University of Illinois at Chicago (UIC)

In a word, I thought this experience was excellent. Part of what contributed to that excellence was the presentation of both Melanie Hawks and Kathryn Deiss. 

The class began with the instructor putting adult learning in context and reminding us that people lean when they feel a need to know, and when in a safe comfortable learning environment. They then proceed to provide for both those needs.

The class participants were asked to articulate the reason they were taking the class which we shared in an unusual, creative way of making a sign indicating our reason and walking around the class sharing motivations. We then heard a brief talk about theories regarding the principles of influencing others. This was followed by everyone in the class taking the DiSC Classic Personal Profile. The purpose of the profile is to provide a framework for looking at human behavior – both your own and others – and to learn different motivational styles. This exercise allowed us to look closely at our own style and helped determine when it was useful and effective and when it was not. The handbook accompanying the test provided guidelines which can be used for further reflection over time. I found this exercise and the self-reflection to be very helpful in realizing other ways of approaching people when my natural style was ineffective.

The second day focused on influencing skills, time management issues, differentiating between solving a problem and managing a dilemma, and the helping relationship. Again we took a personal inventory – this one of our influencing strategies using the Influence Strategies Exercise (ISE). This gave us a profile of our own style of influencing others, typical behaviors employed, when the strategy is effective and when it is less effective. This too comes with a booklet that will be useful for continued use.

The last day focused mainly on motivation and coaching for performance. Working in dyads we practiced the coaching method with each other to help articulate an issue and talk it through with the partner using reflective listening techniques.

I especially found this workshop useful in that it provided me tools and guidelines to articulate problems in a way they could be more easily addressed. For example, we learned to describe problem behavior in explicit detail, separate it from the person and supplement our own natural style of influencing when it was less effective. I think this workshop would be helpful to seasoned managers who could use it as a refresher for more effective leadership strategies and for new managers as an orientation for leadership styles. The experience was so rich that the materials need to be consulted over a period of time. An excellent book, with other recommended readings, was provided. We were also encouraged to keep a diary during the class. Consulting these over the weeks and months to come will help reinforce what was learned. In sum, an excellent opportunity for professional development.

ARL/OLMS Online Lyceum Courses, June 2004

Rick Wallace, Outreach and Public Services Librarian, East Tennessee State University

I enjoyed the ARL classes I took through the AAHSL Leadership Scholarship program. I did not plan it, but the classes I took “Library Conflict Management” and “Power Dynamics and Influencing” perfectly dovetailed with the Ed.D. in Educational Leadership and Policy Analysis class I was taking in the summer of 2004, “Organizational Development”. 

The things that really wear you down in library management are people problems. These two classes gave me a better philosophical understanding of conflict and power distribution in a social group. I recommend health sciences librarians who manage people (and who doesn’t) to take advantage of this AAHSL scholarship program.

These classes were Web-based, so I could work on my own schedule. ARL gives excellent support. There are online forums for discussion. I hope I have the opportunity to take more ARL classes in the future. This type of information is not only intellectually stimulating, but is also a boost to the spirit.  I would like to thank AAHSL for the opportunity.

The class “Library and Conflict Management” defined conflict management, gave the reasons why conflict management skills are important, explained different forms of conflict types and outlined how to select and apply conflict tools. This course enabled me to examine my attitudes towards conflict, learn how to be a better listener (I still have work to do!), and to learn to reframe words spoken in a conflict in order to clarify the meaning and reduce negative emotions. These are all very valuable tools that in the future could be used to defuse a tense situation.

The second class that I took was “Power Dynamics and Influencing”. The objectives for this class were to understand how to 1) Analyze power dynamics in organizations; 2) Build your own base of power and 3) Expand your influence and develop your leadership capacity. These three objectives were clearly in line with information I desire to learn and use appropriately. 

I learned that power and position are not the same thing. Also, power is not inherently evil. Like sex, food and alcohol it is the misuse that has given these phenomena a bad name. Therefore, power must be used ethically. I learned that power is perceived differently depending on what level you are on in the organizational hierarchy. Therefore, I need to develop the ability to think so that I understand the frame of reference of people outside my own frame of reference.

Leadership and power are not the same thing but are intertwined. I learned that a coercive, power hoarding style of leadership is not effective. Power should be shared. Power can be acquired and leadership capacity can be increased.  These are two areas I need to develop further in my life.

