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Abstract

This research investigates managerial attitudes to some
key ideas concerning the organisational design of
hybrid libraries. It establishes the general theoretical
base for the management of organisations operating in
similar circumstances, and considers the treatment of
hybrid libraries in the literature of librarianship. A
questionnaire administered to UK library directors
obtained responses to the key areas of organisational
structures, communication, the management of
electronic/digital information, skills, learning and
development, teams, leadership and the degree of
change in the roles of senior and middle management.
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The Background

This small scale research project has its genesis
in a prolonged interest in the development of
innovative management practices in information
services, encompassing several studies over a
period of some 13 years (Pugh, 1990, 1997,
2002). There is a broad consistency in the
findings, leading to the conclusions that while
managers see some merit in new approaches to
managing information services, the actual
implementation of novel principles is limited,

and the degree of organisational change is
small. This is not to gainsay the genuine
innovation which has taken place, but
observations of practice, and discussions with
colleagues over the years also tended to confirm
a degree of confusion and uncertainty
surrounding some of the key ideas.

The argument explored in the research was that
technological advance, and not least the
consolidation and refinement of hybrid library
concepts stemming from digitisation, had
created circumstances which supported
innovative management. Developments in
creative industries and other parts of the
knowledge or information sector confirmed the
possibilities of applying new ideas, but these
ideas tended to be ill-developed or ignored in
information services. The objective was
therefore to examine the extent of changes in

» Organisational structures

» Communication

* The integration of conventional and electronic
material in libraries

» Leadership and management styles

» Skills development and organisational
learning

* Teamwork

* Role changes

Aims and Objectives

1. To identify a theoretical basis for the
management of hybrid libraries

2. To establish current practice in hybrid library
management, in terms of the features
identified above

3. To develop a model of hybrid library
development

4. To identify areas of further investigation
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Some Limitations

As indicated above, the research is small scale,
and although the response to the questionnaire
was statistically valid, the rate was lower than
those of the earlier studies. It is clearly not a
longitudinal studyand no detailed statistical
correlations were carried out.

The purpose was simply to establish some
easily understandable general indications of
what managers thought they were doing in the
context of hybrid libraries, and to provide some
pointers to areas for further and more detailed
study The population was made up of senior
staf, and the results are therefore a snapshot of
managerial views at a particular stage in the
development of digitised collectioriBhe views

of staf below managerial level were not sought,
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alongside conventional resources; ie the
managerial implications of hybrid libraries

* A disparity between the way in which the
organisational implications of technological
change are covered in the literature of
management in general, and the treatment of
the same area in the professional literature.

* The resultant possibility of a gulf between the
practice of management in hybrid library
services and the management approach
evident in other @anisations facing similar
issues and problems in non-information
sectors.

* A consequent absence of comprehensive
models for the @anisational development of
hybrid libraries

Against this background, the literature review

so the results cannot be treated as a commentaryS€t out to:

on the oganisational health of libraries in
general.

However the previous research of the author
tended to indicate that the fdifent perspectives
of staf below senior management led to a
divergence of views on the nature of managerial
behaviourThis was particularly true of the
degree of decentralisation or devolution of
power the eficacy of consultation and shared
decision-making, communication and the
reduction of bureaucracy andganisational
layers. Stdfbelow management level often saw
these features as being less widespread, and
much weakerthan they appeared to
managemenilhis opens up the possibility that
organisations might in fact be far more
traditional in reality than even the research
findings indicateA comparison of attitudes to
management practices in hybrid libraries seems
to be a potentially fruitful area to investigate.

A Review of the Literature

In part, the researchisrview of hybrid library

management in practice was coloured by what

appeared to be an imbalance in the literature of

library management his could be characterised

by:

* A weak debate about the managerial
implications of the aganisational change in
the context of digital information resources
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* Identify the main theoretical preoccupations
associated with the development of hybrid
libraries

» Set these against ergerg considerations in
mainstream management theory

» Provide the theoretical basis of an
organisational model for hybrid libraries

The literature of hybrid libraries is characterised

by

» A technological bias

» Atendency to reportage, seen in a major
concentration on repetitive analysis of
digitisation projects

* An accompanying emphasis on the mastery
and application of technical skills to do with
ICT, the development of economic models,
and technical issues to do with document
analysis and descriptioifthis appears to
largely exclude the human aspects of
information services development and
management.

» Alongside the general literature of
management, the preoccupation with
technological issues seems to isolate
librarianship from the impact of novel
management theories which mightesfsome
profitable avenues for the exploration of new
concepts of library granisation.

It is possible, but tedious, to provide a detailed
cornucopia of references to support these
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propositions. Section One of the full report of
the research project (LIRG, 2004), and the
bibliography contain more detailed comment
and full referenceslhe literature review also
identified other writes who had collectively laid

down some considerations which could form the

basis of a more comprehensive model of hybrid
library management.

The Model

From the literature reviewt was possible to
identify the key characteristics of today’
information services, partly from the emphasis
on technologyand partly from the strictures of

writers such as Feather and others. Libraries are

» Technologically driven

* Based on a combination of traditional and
electronic services, and with a need to
translate this into new forms of service
delivery

* Complex

» Volatile and unpredictable

* Demanding new skills, and new combinations
of old and new skills

» Facing a need to work with physically remote
users

» Facing structural change, although the firm

evidence of structural change on the ground is

not yet emeging (Pugh, op cit), and this is
almost 30 years after similar comments by
Gorman (1979).

The theoretical gument is that @anisations
displaying these features will ideally develop
characteristics which dérentiate them from
what might be seen as typical traditional
libraries.They will also be based on ideas and
principles which difer from the traditional
foundation stones of librarianshiphe
professional literature as yet demonstrates little
acknowledgement of these requirements. By
contrast there is a mass of information to be
found in the general literature of management.

In the literature of management there is a well-
trodden path through the theory of enlightened,
non-bureaucratic managemewthat is lacking

in librarianship is a precise identification of the
conditions of contemporary ganisations in
relation to some of the newer theories to be
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found in the canon of management literature.
Information services are made up of

 Librarians

* IT specialists

* Media specialists

» Graphic designers

» Web designers

* Web masters

* Members of other professions not previously
associated with librarians

As omganisations, they possess the potential,
through the strength of their information
systems and other features, to build flexible and
powerful networks acrossganisational
structuresThere are three theoretical positions
which are particularly relevant to modern
library omganisations: @anisational creativity
organisational redundancgnd network
analysis.These encompass ideas about
organisational learning, communication,
changes in managerial roles, and ultimately
structural change.

Creativity

One definition of creativityamong manyis that
it involves new ways of thinking, which can be
applied to problem solving in novel situations
where there is uncertainty and chanbes

itself is applicable to libraries, and so are the
basic conditions which writers like Hirshiger
(1998) and Magan (1997) saw as essential for
organisational creativity:

* The presence of dédrent kinds of st&f with
different traditions, ways of looking at things,
training, education, priorities, and cultures

» A high level of technology

» Uncertainty

» A large number of customéacing staff
(Pasternak anWliscio, 1998)

* A commitment to learning and to the
application of the results of learning in the
workplace

* An effective and comprehensive
communication system

Sutton (2002), gues that a diérent set of rules
are required if @anisations are to encourage
creativity These rules depend on something
other than bureaucracy and conventional
approaches to managing. In common with
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others, he dirms the need for creative friction,
which comes from the bringing together of
opposites. Hybrid libraries present the
opportunity to do this, given the characteristics
identified above:

If it' s creativity you want, you should encourage
people to ignore and defy superiors — and, while
you're at it, get them to fight among

themselves.

» There are also implications for leadership and

for structures (Mauzy and Harriman, 2003).
These writers advocate “systemic creativity”
where the development of new ideas is the
responsibility of everyone, rather than the
preserve of a hierarchy vested with formal
authority and legal powem practice, this

calls for both top-down and bottom-up
change initiatives, as well as special projects.

The kind of approach advocated here

contributes to the development of what has been

termed “fuzziness” in the literature:

* Uncertainty over where responsibilities begin
and end

* A weakening of the sense of ownership of
territory

* A more permissive attitude to rules and
regulations

* More accommodating and overtly supportive
and educative management and leadership
styles

* An organisational climate which is generally
more sympathetic to enterprise and
innovation.

Maletz and Nohria took up this idea in their
examination of “whitespace and blackspace”
(2001). Blackspace is the conventional area of
operations where it is appropriate to deal in
certainties: the traditional establishment of aims

and objectives and the managed and systematic

programmes and activities designed to achieve
those objectives.
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* Where there are competing claims on the
management of a project

* Where there is a more than usual degree of
risk attached to an idea or a proposal.

Whitespace is therefore inhabited by managers
who:

* slash red tape
e cut corners
« work outside formal channels and structures

At the same time, in other ways they work with
the existing structures and parametaisn to
thinking outside the box, this is an appropriate
talent to cultivate in ganisations which are
made up of apparently disparate groups and
interests.

In the professional literature, there are a few
writers who reflect a promising mindset in
reporting cross-disciplinary collaboration in the
management of electronic resources in several
university information service3his involves
shared working between subject specialists
working in different areas within the library
What is perhaps less obvious is the connection
to be made with the potential benefits of a wider
and more engetic collaborationThis could
cross the more impermeable boundaries now
existing in some modern library services, such
as those between IGServices and other parts of
the oganisation, or between electronic and
conventional collections. Further development
here could contribute massively to
organisational creativityBut to succeed, this
approach demands a new mindset, not least
because it calls for a willingness to look at
power in a diferent way unalloyed by
territorialism:

Authority is a weapon of last resort. If you are
doing your job correctlyothers should be
convinced by self-interest. If they resist,
examine the situation for communication errors
and try again. (Maletz and Nohria, op cit)

Whitespace on the other hand exists where there Tomke (2001) made a similar point in his

are uncertainties:
* Where precedent f&rs few guidelines

championing of “enlightened experimentation”.
In his view innovation depended on:

« Where there are no clear answers to problems * A reassessment of the legitimacy of

* Where there is more than one way of
proceeding

16

conventional aganisational boundaries
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« Working with small teams which were self-
sufficient in terms of expertise and authority

* Risk taking

» Without fear of failure but with an abhorrence
of mistakes

Both of the above sources attest to the necessity

of developing new management skills and
attitudes.They also confirm the need for
structural change to make it easier for the
groups to form, and powerful communication,
learning, and information systems.

Organisational Redundancy

Morgan (op cit) also advanced thgament for
organisational redundancy — the capacity of an
organisation to encourage the learning of new
skills, even to the point where dtabssess

more skills than they need to carry out their
immediate tasks. It means opening up the
organisations information system to put more
information into the public domain, and at the
disposal of individuals, than they actually need
for operational purposes. In general terms, it
means that each part of thgyanisation is
possessed of more skills, more knowledge, and
more responsibility than it actually needs to
dischage its primary functions.

Organisational Learning

Creativity in oganisations is founded on
learning. It is the kind of learning which is
inclusive, embracing formal and informal
learning, individual and group learning. It is
developmental, and aims to change the

organisation by strengthening and extending the

organisational knowledge base. Pearn and
Mulrooney (1995) and Pearn, Roderick and
Mulrooney (1995) still der the best expositions
of organisational learning, but Robbins (2003)
also ofers a useful template for developing
organisational learning:

* Make learning a formal requirement of the
job, planned and scheduled

Inculcate learning from experience, especially
learning from the decision making process
Establish specific learning outcomes

* Provide support systems and resources
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To this could be added

» Organisations which take a strategic view of
learning

* Make learning inclusive, at all ganisational
levels

* Base learning on self-development (Bajley
2001)

» Teach stdfthe principles and procedures of
self-development, and how to learn from
work (Pugh, 2001)

» Make it easy for the results of learning, and
the acquisition of skills, to be used in the
workplace — by changing structures,
communication, and human resource
management

Knowledge Management

Allee (2003) makes a crucial point about
knowledge management, suggesting the
significance of knowledge sharing, and the
development of networks and relationships
which help create and share knowledge in
organisations. One of the issues here is that
rigid organisational structures tend to inhibit the
growth of networks and the spread of
knowledge and informatiohe use of ICTo
develop an information system, and the
application of knowledge management to this
function, will support flexible structures,
organisational learning, and human resource
developmentViewed from this standpoint,
knowledge management will also form a
component of approaches based on some of the
other ideas discussed in this sectilee (op
cit) offers the idea of the ganisation as a
“living network”, for example, and this itself
carries echoes of Mgan’s “organization as
brain” (op cit) as well as ideas about team based
structuresThese ideas call for a departure from
the approach Deegan ahdnner (2002) noted,
which emphasised the role of knowledge
management in developing technologically
complex information sharing almost as an end
in itself.

Communication

There is also a connection between structures
and communication. Both the professional
literature and the literature of general
management reflect substantial interest in
knowledge management as a means of
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identifying and applying the dérent kinds of
knowledge held within various ganisational
levels, and in various form$here is support

for the proposal that traditional hierarchies
needed to be replaced by the free flow of
knowledge and information across the
organization, and the positive value of
comprehensive and open information exchange
In organisations where devolution of
responsibility is emeing.

Other relevant characteristics for information
and knowledge sharing were also identified:

* Changes in managerial styles, concentrating
on enabling, influencing and involvement

* Unifying structural features

* A culture which values collaboration

* Networking

» A formal commitment to knowledge sharing

* Formal interaction between departments,
divisions, teams, and units

» The use of informal networks to identify and
use key knowledge sources and influencers

The Player Manager

Managerial behaviour is one of the keys to the
proper management ofganisations displaying
the characteristics of hybrid libraries, and the
concept of the player manager is a central
concern, lagely ignored in the literature of
library management but perhaps more prevalent
in practice than is realized, even by its
proponents. In fact, the idea was common in
many primitive oganisations and is indeed alive
and well in many of the smallest information
servicesAuger and Palmer (2002) set it in
context:

as more and more people became involved in
knowledge work, the shortcomings of general
management became more apparent. Handling
the unexpected in innovative ways was the key to
competitive advantage, and the interdependencies
between good business decisions and creative
production become obvious . . . [managers must
see] the whole equation by fully recognizing the
increasingly interwoven nature of producing and
managing. . . An alternative . . . is to extend the
Player Manager concept to a model that involves
all players in a team sharing the managirtgs
option twins the concept of empowerment with
the much-posited ideas associated with network
organizations.
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Player managers are characterised by

» Agility and adaptability: enabling the
organisation to change direction quickly

* Flexibility: working across a range of
tasks—professional, managerial, technical,
clerical—displaying versatility of thinking

* Multitalented: demonstrating a wide range of
abilities

» Multifaceted: commanding in a range of
leadership, managerial, and professional roles

» Talented in the technical execution of the key
business of the ganisation, while also
capable of managing (Pugh, 2005)

They are also possessed of a combination of
some technical abilifytactical skills, and the
foresight for good strategy . Donkin (2001),
sees some significant development:
Within the next twenty or thirty years we may
well see the disappearance of conventional
management and reporting structures, replaced
by interdependent networks engaged in
transactional relationships.

As far back as 1987, Lorsch and Mathias were
referring to the resgence of managers who had
to take responsibility for both managerial
services and professional woilhe same forces
which drive these ideas in general management
are also at work in information services:

Unpredictable technological change, with the

potential for the use of technology as a

creative management tool supporting

behavioural and structural change

» Hybridity, creating a demand for both
specialisation and multiskilling

» Disparate and varied demands from users
who are informed and technologically
competent in their own right

* High levels of stdfawareness and expertise

* The emegence of less hierarchical

organisations

In simple terms, the environment demands the
adaptability and skills of the all-rounddihe
role is that of

* The team-builder

» The developer of ganisations

* The supporter of learning

» The exponent of multiple leadership
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* A symbol of values which include a
commitment to performance and to people

» The cornerstone of anganisational
community

Tied in with ideas about sharing strategy and
responsibility in general, thisfefrs a possible
organisational model.

Structures

Malone (2004) examined the significance of
structures in contemporary and coming
organisations, and laid down some basic
principles. He also considered some problems.
Decentralisation, in particular the downward
relocation of significant responsibiljtywas seen
to be beneficial when there is a premium on
flexibility and entrepreneurial attitudes. But
decentralisation of decision making needs to be
balanced by a coordinated overall strategy and a
common focus on the customer (or the user
libraries).

Hierarchies are lessfettive in supporting
creativity and in taking ideas from all parts of
the oganisation. Hierarchies also make it harder
to reap the benefits of multiple views of
problems and issues.

Organisations where there is a need for
innovation are particularly receptive to a
decentralised approach. Devolution also benefits
management, in that it allows managers more
time and scope to focus on key overall issues
such as service qualityhis, it could be ajued,
becomes even more important in the light of the
increased power of the library user in a digital
world; in particular the us&s potential self-
sufficiency or ability to use alternative suppliers
of information.

Malone also identified areas where
responsibility should not be devolved or
decentralised:

* Where there are decisions with major
resource implications

* Where there is an overwhelming need for
uniformity

* Where there is significant conflict
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It may well be that there is room for significant
debate in this area: it does not necessarily mean
there can be no decentralisation in these
circumstances, but it can indicate the need for
the retention of some structure in most
organisations. Neither does it invalidate the case
for sharing key decisions which do reflect
Malones criteria.

Cloke and Goldsmith (2002) added some flesh
to the issue of decentralisation, by creating a
coherent framework for structural change based
on a range of idea3hey were concerned to
demonstrate how ganisations could equip
themselves for the 2tentury through

developing

» A collaborative ethos
» A network of self-managing teams

which would replace bureaucracies.

Network Analysis

No omanisation can rely on the formal
structure, or the formal communication system,
alone. Cross and Parker (2002) assess the
significance of the social network which
underlies all aganisational structure¥his
network difers markedly from the formal
organisational structure and reporting
mechanismsAccording to these two writers,
one of the keys to success for a modern,
innovative, and flexible ganisation is the

ability to manage the underlying network and to
use it in a positive wayror example, network
analysis will identify individuals who wield a
degree of influence and possess information
which is disproportionate to theirfafial

position in the structure.

A Model for the Hybrid Organisation

Any model based on the ideas developed in this
report will need to function &dctively in the
conditions set out earlier in this paper:

« It will have to ofer both flexibility and
structure

* It will also support creativity

* It will be based on a network of
communications, as strong horizontally as
they are vertically
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 Increasingly artificial and inappropriate
internal divisions will be removed

* Flexible managerial attitudes supporting
devolution and decentralisation will be
important.

Coing (2001) encapsulates this in an expression
of support for the idea of open management
styles as a means of dealing with technological
change. Improvements infigiency,
communication, and morale in the Bundestag
Library are attributed to the development of
these characteristics.

Metaphors of Organisations

Management theorists have conceptualised
organisations in a number of way$he history

of management thought reveals models of
organisational structures based on: machines,
groups, networks (Glass, 1997); brains (lysor,
op cit); jazz quartets (Brickley003);

symphony orchestras (Druck@003); opera
management (Druckeibid); military units
(Owen, 1996); biological metaphors and
interlocking teams (Pugh, 1990 op cit), among
others.There is a decipherable link between the
degrees of @anisational complexity and
structural flexibility (Pugh, 2000 here are

also links between: structural flexibility and the
creative potential of ganisations; between the
extent of technological change, diversity and
ambiguity on the one hand, and the strength of
conventional management on the other (Pugh,
2005 op cit). Generally speakingganisations
facing complexity tend to introduce flexible
structures, and the extent of diversaynbiguity
and creativity in aganisations depends on the
degree of structural flexibility

Whatever the preferred metaphor which is
applied to flexible aganisations, the
characteristics of the theoretical model remain
the same:

» Power is distributed

* There is no single centre, although there may
be a small managerial core

» All parts of the aganisations are capable of
both independent action and close
collaboration
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» There is an overall concept or ethos which
unites
* What is delivered is a process, not a function

Considering these characteristics, the
organisational form which most closely
resembles this is that of the network which is
depicted in Figure IThe network is the formal
system represented by communications
structures and communication. Beneath this, and
operating in another dimension, is a social
network which is of at least equal importance.

In the social network, irrespective of formal
position, individuals talk to each other and
influence each other on a range of issiégy
communicate across formal boundaries, and talk
at various levelsThis network must be analysed
and supported by managers who identify key
individuals in the networklThese will be

opinion formers, experts, experienced fstand
people with status which does not come from
formal authority Their influence will extend
throughout the network. It will also be possible
to identify individuals in the network who are
under pressure, and others who have a valuable
contribution to make that is underutilized.
Managers who take the time to analyse and use
these networks can improveganizational
performance, improve motivation and
communicationThese networks are in fact

small, unrecognised distributedganizations.

One consideration of some importance is that
the underlying aganisational network also
represents an alternative management structure.
There will be individuals within it who win the
respect and support of colleagues, irrespective
of role or position, and exercise an influence.
There are examples in the wider environment of
organisations which actually promote a system
in which individuals exercise managerial
functions on the basis of the informal support
they gain from others (Malone, op cit).
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Figure 1. The Networked Organisation

The Model

The characteristics of a model of hybrid library
organisation were set out in the literature review
as embracing

 Distributed power

* Areduced managerial core

» Devolution and empowerment
* Process based delivery

To this can be added:

A culture which permits and supports the
guestioning of accepted wisdom, because of
the demands made by working in
environments where traditional ways of
working are no longer adequate

» The capacity to nurture cross-boundary roles
in order to fully develop communication and
learning, emphasising the skills of
collaboration and negotiation

* Free-flowing communication

* An environment which encourages
inspirational leadership

The initial components of the model will be:

* Alearning system

» A technological infrastructure for
communication and the diifsion of
information and knowledge

Teams

These requirements lead to consideration of the
appropriateness of a team-based structure for
hybrid library management. Management
literature provides extensive detail on the
characteristics of teams, and these can be
summarised as:

» Appropriate for complex, unpredictable, and
diverse environments

» Possessing a potential for innovative
developments

» An entrepreneurial approach to new ideas and * Designed to maximise individual strengths

development

and compensate for weaknesses
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* Based on collaboration but allowing scope for
independent thought

* Motivational

« Effective in high-technology environments

* Reflecting multiple leadership

» Encouraging ownership

* Based on powerful multiple communications

» Controlled by cultural and social forces, and
with a unifying overall concept

Operational Models

Owen (1996 op cit, 2001) reported on the
development of teams in the high-risk, high-
technology environment of aerobatics.
Analysing the “unique team-building
techniques” of the Royalir Force RedArrows,
she identified:

» A selection process which not only aimed to
achieve the right skills mix but also paid due
attention to the appropriate mix of
personalities

» The responsibility of the entire team for the
selection of members

 Self-criticism as a component of individual
development and as an essential part of
learning

* Communication within and across teams

* The development of mutual trust

* A concern with quality

» Afocus on diferences — “a team should be a
collection of diferences.”

* A match of team and personal needs

» The absence of a hierarchy

* Renewal: teams need to develop and
membership needs to change

* A significant investment in learning

Many years before Owen began her in-depth
analysis of teams in a military environment, that
environment could have furnished evidence of
similar principles in practice, embracing:

* A degree of self-selection in team formulation

» Specialisation, interchangeable roles and
multiskilling

» The absence of a hierarchy

* Multiple leadership

* A massive commitment to learning and
training

« Little red tape and a minimum of formal rules
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* The creation of a powerful culture which
could replace rules and regulations, govern
behaviour and maintain the highest standards
in a high-risk environment

* A dependence on the cutting edge technology
of the day

To this could be added, in some environments:

» The development of an interlocking network
of teams based on the specialisations of
individual team members, providing linkages
within a lager unit. Specialists within a team
associated with equivalent specialists from
other teams, exchanged information and
experience, and were part of a shared learning
culture.

» Powerful social networks as units lived,
trained, learned and worked together as a
team.

All this turned the team structure into a
networked oganisation.

After developing the theoretical base outlined
here, the research set out to investigate how far
these ideas had penetrated library management
practice, given that hybrid librariesfef the
optimum conditions for such ideas, and to what
extent the key @anisational characteristics
could be discerned in the practice of library
management in the hybrid library environment.

Analysis

Participants responded to a number of questions
relating to

 Structures including team development

» Communication and information sharing

* The delivery of digital services

» Organisational flexibility

* Risk taking

» Organisational learning; collective and

individual skills development and application

Leadership

* The degree of change in managerial and
professional roles

The following is a summary of the results in
key areas:
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General Issues
Comparing returns suggests some interesting
contrasts between sectors:

» Across the board, irrespective of sector
practically every manager responding
considered that their ganisation was
developing teamd&his was often
accompanied by a somewhat superficial
understanding of the process of creating and
sustaining teams in ganisations.

» The majority of managers who conceptualised
their oiganisations as being a series of
overlapping teams came from the academic
sector

» A greater percentage of public libraries than
academic libraries were considered to be
conventional pyramids.

* Even so, a substantial number of public
libraries reported that they had flattened their
organisational structures.

» Almost half of the public library sample
viewed their library structures as flattened
pyramids, less than one fifth considered them
to be conventional, and the same percentage
considered their ganisations to be based on
overlapping teams.

 In the academic sectahe majority of
organisations reported that they were
developing overlapping teams, as indicated
earlier

There are also some other general observations
of note:

» Almost every response omitted some key
areas from the responsibilities allocated to
teams.

» Support provided for learning from work, and
self-learning, frequently failed to extend
beyond the provision of resources.

» There was also a surprising degree of
neutrality in the perception of some key
issues throughout the questionnaire, and
particularly in relation to

« The relative strengths of vertical and
horizontal communication

» Ease of access to senior staf

* Permissiveness with regard to the freedom of
staf to try new approaches
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Organisational Structures

A clear majority of respondents saw their
organisational structures as flexiblhis

included flattened pyramids and team structures.
There were a small number of matrix structures,
and two nil response$here were also a
statistically insignificant number of discrete
self-managing teams with a centralised
managerial core, and these were confined to the
academic sectoNetworked aganisations were
identified in one case.

Neither the type of structure, nor the
public/academic categorization, had any
bearing on the responses to questions about
teams, communication, ganisational learning,
leadership, skills, or role changédsis is a

point of some interest. In thegrstructures
should influence and reflect otheilganisational
characteristics like the openness of
communications, the flow of information
throughout the @anisation, the managerial
style, and the nature andesftiveness of teams.
In none of these areas was there any significant
correlation with structural type$his represents
a particularly acute problem where teams are
concerned, and it may be possible to draw some
conclusions from the fact that team
development is ostensibly being pursued in
organisations which might well clearly
demonstrate bureaucratic characteristics.
Management literature and the professional
literature both reflect some debate about this
issue.

Differences between sectors were apparent in
the view of oganisational structures. First,
substantially more managers of academic
information services viewed theirganisations
as team structures, either self-managing or
overlapping, than their counterparts in public
libraries.A smaller number of public library
managers viewed theirganisations as
conventional overall, with a majority
considering their @anisational shapes to be
flattened pyramids.
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Academic Sector Public Sector
Conventional Pyramids 25% 21%
Flattened Pyramids 26% 47%
Teams 41% 26%
Matrix Structures 8% 6%

Table 1: Academic/Public Differences in Structues

Flattened pyramids are achieved by removing
layers, and while they are often associated with
team development, almost half of the public
library respondents saw their structures first as
flattened rather than team-based.

Teams included both overlapping team
structures and discrete self-managing teams.
The number of the latter was statistically
insignificant but still reflected no major
organisational dierences when compared with
overlapping team structure3his tends to
support the view that teams are at an
underdeveloped stage.

A statistically insignificant number were able to

Given the above evidence of attempts to modify
the afects of the bureaucraciy would be
expected that the answers to other questions
would show some correlation with these reports
of structural change.

Significantly although team structures
accounted for a higher percentage of
organisational shapes in academic libraries as
opposed to public libraries, this is as far as the
difference went. In other key respects there was
no significant diference between academic and
public libraries as far as team development was
concerned.

Turning to the recruitment, structures, training

demonstrate teams possessing all the necessary and responsibilities of teams, more

attributes to become real teams and to develop
into self-managing team$he most
comprehensive example of team development

showed a correlation between structural change

and well-developed team characteristics, and

inconsistencies emge. In 25% of the teams,
membership was based on &taho were in situ
when the team was set uUfhe process whereby
working groups become teams by managerial
fiat, and not through a process of selection,

also some consistent emphases in leadership andadjustment and learning has been commented

in identifying key professional skill¥his

on in the literature and is an obstacle to the

response indicated an awareness of the essentialdevelopment of ééctive teams.

components of:

» Selection

» Sustained training and development, crucially
the inclusion of members with tkfing skills
and backgrounds

» The allocation of significant power to teams

There was a second example which was heavily

gualified by the size of the ganisation, but
which nevertheless fadred instructive pointers
to the key characteristics ofganisation
development. Howevethe bulk of the
responses raised some issues about the true
nature and purpose of team development in
library orlganisations.
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The degree of authority and responsibility
allocated to teams is also inconsistent with the
commitment to teams evinced in the
identification of key skills. No more than 25%
of teams possessed Beient authority and
responsibilities to provide a basis for team
development and the growth of individuals.

Service Delivey

Respondents were asked to identify the ways in
which electronic information was delivered to
users.The options dered were:

Functional
Process
Both
Other
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The questionnaire defined the terms
“functional” and “process”.

* 60% of oganisations used a combination of
both functional and process delivery

» 35% used purely functional delivery

* 5% saw their @zanisations as being purely
process-based

To be consistent with structural change,
improved communications, andganisational
flexibility, a lager percentage of process-based
organisations would be expected.

Communications

One of the expected consequences of
organisational change would be a strengthening
of horizontal communications, ideally to the
point where they became stronger than vertical
onesA number of respondents (40%) reporting
structural change adopted a neutral position on
which of the two were strongdn addition:

» 45% strongly disagreed that vertical
communications were stronger than
horizontal ones

» 15% strongly agreed that vertical
communications were stronger than
horizontal ones.

* 42% of respondents agreed, or strongly
agreed, with the proposition that it was easy
to find out what was happening throughout
the oganisation

» 33% felt that it was not easy

* 25% were neutral

Organisational Flexibility

The changes considered above should bring
other benefits in their wak&he theoretical
position indicates that modifying structures and
strengthening communication across the
organisation can be linked to:

» Shared strategy formulation
» Improved access to information about other
parts of the aganisation
* The inculcation of risk taking and the
freedom to try new ideas and develop projects
» Easy access to senior management

However 65% of respondents still felt that
responsibility for strategy formulation remained
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with senior management, while 19% were
neutral on this aspect. 16% saw strategy
formulation as being shared to a greater or
lesser extent.

A clear majority of responses supported the
proposition that access to senior management
was easy for all sth{60%), which would be an
expected consequence of tinkering with the
organisational shape, while only 25% disagreed.
Once again, 15% were neutral on this issue also.

One of the characteristics of innovative
organisations working in conditions of flux is

the capacity to allow people to express
themselves, to try new ideas and to develop new
projects.The question of how easy it was to win
permission to do something novel orfeient
produced a conservative answ&2% of
respondents felt it was not easyhile

practically the same percentage (31%) felt that

it was. 37% were neutral.

Knowledge Management

Respondents were asked to assess the extent to
which knowledge management was practised
throughout their @anisations, in the context of
the general approach to communicatidhis

was linked to questions about the type of
information widely available via an electronic
network, and the internal communication
channels used, with particular reference to
communication across internal boundaries.

In academic information services, the matrix
structures reported well-developed
communication systems which were not
matched to the same extent by other structural
types in either sectoAn average of 8.5

different types of documentation were made
available across an electronic network, and an
average of 6.25 dérent channels of
communication acrossganisations were
identified. The same trend was established in
public libraries, and granisations with
conventional structures scored poorly in both
sectorsTeam structures reported stronger
communications systems in public libraries than
academic libraries.
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Table 2 sets out the overall results for the
average number of documentation types made
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available and the average number of
communication channels identified.

Matrix Flattened Team Conventional

Structures Structures Structures Structures
Documentationypes 7.38 5.35 5.19 3.44
Information Channels 5.38 5.44 4.8 3.3

Table 2 Communication and organisational Structues

The relevant questions for this section of the
guestionnaire invited respondents to identify the
availability of 15 kinds of information, and

eight communication channels.

A mixed picture was also reflected in other
ways. For the purposes of the questionnaire,
communication was deemed satisfactory if an
organisation disseminated information in more
than 50% of the 12 categories itemis€lis
criterion was met in 45% of theganisations
respondingA 71% rating was achieved by the
highest performer

It was quite common to find ganisations
placing embagoes on budgetary information,
which could open up an interesting debate, but

formats. Delivery of electronic resources to
users was considered to be wholly integrated, or
as part of a division dealing also with
conventional resources, with no distinction
between forms of information at any stage, in
85% of the libraries involved.

The management of electronic resources is
predominantly seen as the responsibility of a
generalist, with 85% of library services viewing
this as the responsibility of a manager with
significant other responsibilities, and only 15%
regarding it as an area for a specialist manager

The physical integration of formats is still an
area where perhaps much remains to be done,
with only 5% of respondents considering their

what was more surprising was a general absencephysical integration of formats to be significant.

of systematic attempts to disseminate:

 Information about good practice
* The results of special projects
» Any organisational lessons learned

Whether this is due to a policy decision or to

the absence of procedures to quantify and make
this information available is worth further
investigation.

The methods of communication used were
unimaginative. Only 30% of ganisations made
satisfactory use of a wide range of
communication channels, with some evidence of
a lack of awareness of the power of informal
communication, and certainly of what one
respondent in the pilot study termed the “formal
informal communication system.”

The Delivery of Electronic Resouces
Participants in the survey were invited to
identify the methods of acquring, managing,
storing, and presenting information infdifent
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The picture remained much the same for the
range of material accessible to users in one
physical location.

Staff Development and Organisational Learning
This general area is identified in the literature as
critical to oganisation development. Out of the
organisations covered in this segment of the
research, 25% had no formal $tévelopment
policy. In one case, a stafevelopment policy
existed for senior management only

Formal policies for agganisational learning and
learning from work were only identifiable in
35% of oganisations. In only a handful of cases
was there an acknowledgment of the need to
understand how to learn from work, and how to
apply lessons learned in work situations.

Self-development, once described as “the classic
training cop-out”, not surprisingly was

universally supported. But once again, the

follow up question déring a menu of ways in
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which self-development was supported
produced some negative results:

» 70% of replies indicated that some support
for self development was provided

» Out of the 13 options tdred as forms of
support, with 50% considered to be a
satisfactory response, the highest scoring
institution reached 69%

» Organisations providing support for self
development used on average 4.86 methods
of providing this support

Human Resource Issues

Structural change should also enable the
application of skills and the use of talents in a
more imaginative and appropriate wapere is
little point in acquiring new skills, and endgng
and enriching jobs, if there is in$igfent
flexibility to allow these skills to be applied
wherever relevant in the ganisation.

Job descriptions are one way of facilitating this
flexibility. They are also signs of general
organisational flexibility Respondents were
invited to express their views on the statement
that job descriptions in their ganisations were
precise and well-defined. Once again, the
majority of respondents neither agreed nor
disagreed with the proposition.

» 20% felt that they were flexible and ill-
defined, implying some freedom.

A similar question asked for a response to the
proposition that stdfvho acquired new skills
would find it easy to gain promotion or to move
to another part of the library where the skills
could be used.

* This was felt to be neither easy norfidiilt
in 75% of cases

» Where it was identified as difult, it was
considered to be very €icult, and in these
cases there was a correlation with below-par
team development.

Skills

Respondents were asked to identgd rank in
order of importance, a number of skills they
considered necessary for library &tail
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identified customer service and interpersonal
skills as essentiah slightly smaller number
identified team working skills.

The importance attached to teamworking is
theoretically understandable, but raises issues in
the light of the preceding analysis of the extent
of the team building in the ganisations

involved in the researclll of the omganisations
considered themselves to be team based, yet
only 25% actually reported team characteristics
which indicated a substantial degree of
development and a clear move towards
empowered, self managing teamgypical
comment when asked to indicate how much
responsibility teams exercised was “It depends
on the level at which the team operates.”

The other element of note is the overwhelming
importance of what are sometimes called the
“softer skills” of customer service and
interpersonal relationship$his is supported by
the continued importance attached to the skills
of traditional reference work and promotion.

Managers who identified the skills of customer
services and interpersonal relationships as being
of primary importance, alsofaimed the
primary importance of leaders in creating an
environment in which people could work to
their maximum ability Some also indicated the
possibility of role changes at several levels:
The role of front line stéhas changed
significantly, and we are re-directing resources
to deal with this. . . .. Middle management
numbers have been reduced to increase levels of
front line staf.

No major significance was attached to the skills
of creating metadata, and the ability to promote
the library service was ranked equal with the
skills of web and Internet searching.
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Customer service

Interpersonal skills

Teamworking

Promotion
Web searching

Traditional reference skills

Presentation skills

Web editing

Written communications

Language skills

Metadata
Pedagogy

Table 3: Skills Requirements

Leadership
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Creating the right environmen

it

Setting strategy

Political skills

Planning skills

Role model
Innovative thinking

Problem-solving

Negotiation
Collaboration

Promotional skills

Mentoring

Conflict management

Control

Coaching

Table 4: Desirable Leadership Skills

The significance attached to various leadership library servicesThe emphasis on these
characteristics, as indicatedTiable 4, reflects a  managerial aspects couldyaably reflect the
conventional viewStrategy-setting, political position taken in an earlier question, where 65%
skills, and planning were seen as more of respondents saw strategy formulation as a
significant than other skills such as negotiating, responsibility which would rest primarily with
conflict management, innovative thinking, and  senior management. Ideas about sophisticated
coaching.This offers another interesting forms of responsibility-sharing, common in
perspective on ganisation development in management literature, are less evident in
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professional practice as reflected in the replies
to the questionnair@he literature of
librarianship also refers to distinctions between
strategic and operational teams, while the
literature of general management refers to
various ways of broadening inputs into strategy

The predominant ganisational picture painted
by the data suggestsganisations where there is
still an inability or unwillingness to open up the
procedure of setting strateghhis is confirmed
by the absence of open management
information systems as well as the view of
desirable leadership skills.

Overall, the response indicates a generally
conventional approach to the attributes of
leadership.
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Organisational Learning and Professional
Development

65% of respondents reported no formal policies
to cover oganisational learning and learning
from work. Support for self development is also
a factor to consider in this respect.

Changing Roles

The final section of the questionnaire asked
respondents to consider howvat all, the roles

of senior and middle managers had changed as a
result of the development of digitisation and
hybrid libraries in generallhese responses are
indicated below

Degree of Change

Significant Moderate Limited None
Senior Management 19% 38% 38% 5%
Middle Management 38% 38% 13% 11%

Table 5: Degee of change in senior/middle managemenoles

Change in the roles of middle management is
rated as moderate to significant in 76% of
organisationsThis group is one of the keys to
development, because their capacity for role
change and growth will be a factor in the
development of leadership andestive teams.
57% of oganisations also reported significant or
moderate change in the roles of senior
management.

There are indications in some of the additional

» Work on structural change

» A developing but partial understanding of the
significance of teams

» A particularly acute awareness of the need to
reafirm the human skills of customer
services and interpersonal relationships in a
technological environment

* A major weakness in ganisational learning

The full report,The Oganisational Design and
Development of Hybrid Libraries: Structures,

written responses that these changes are leading Leadership, Management Styles and Philospphy

to increases in front line stafvith reductions in

Professional and Personal Development, is

the number of middle managers reported in 35% available from LIRG.

of cases, and those reductions being either
limited or moderate in extent.

Conclusions
While it is difficult to identify a working model
of hybrid library oganisations which reflects a

coherent, methodical, and sustained approach to

organisational development, and which takes
into account the crucial environmental
influences at work on hybrid libraries, there is
some evidence of:
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