Managerial Leadership in Academic Libraries

Roadblocks to Success

Irmin Allner

his famous maxim by the Chinese philosopher Lao

Tsu sums up very well desirable and undesirable char-
acteristics of leadership styles applicable to a wide variety
of contexts:

The wicked Leader is he who the people despise.
The good Leader is he who the people revere.
The great Leader is he who the people say

“We did it ourselves.”

As is true for any organization, effective leadership
is crucial for success. In the library profession, one may
encounter various problems caused by the lack of lead-
ership qualities possessed by employees in managerial
leadership positions. For example, one obvious problem
is micromanagement. Indications of micromanagement
include: wanting to be in control of everything, not giv-
ing employees sufficient authority and control over their
job responsibilities, and interfering or imposing too many
restrictions on what subordinates are allowed to do. The
lack of delegation results in the manager becoming over-
whelmed by job duties, the subordinates’ motivation and
initiative being stifled, and an overall inefficiency of the
organization.

Insufficient self-knowledge (especially of one’s own
shortcomings) is another problem. Under certain circum-
stances, this may result in sudden outbursts of anger,
intimidation, threats, unjust and uncalled for reprimands,
boastful attitude about one’s own achievements and abili-
ties, and the inability to take into consideration valid argu-
ments by subordinates and justified criticism. This can lead
to misuse of power, which can take various forms such as
marginalizing and discrediting people perceived as a threat
to the manager’s authority, and consequently withholding
necessary support from subordinates.

Patterns of poor managerial leadership create low
morale, poor organizational climate, distrust towards
supervisors among subordinates, low productivity, lack
of teamwork, and lack of consensus building and shared
goals. Obviously, this describes a situation where the wrong
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person attained a managerial leadership position. Why does
this happen? Why do the wrong people end up in these
positions? How can it be prevented? Much has been written
about leadership, but Riggs pointed out that little has been
written about ineffective or “bad” leadership, and he asks
the important question, “Why are we reluctant to address/
discuss bad leadership?”!

This author’s approach to the subject of manage-
rial leadership performance is based on the Competing
Values Framework, as discussed by Faerman in her article
“Organizational Change and Leadership Styles.” This frame-
work is based on a series of studies regarding the relation-
ship between organizational effectiveness and managerial
performance. As explained by Faerman, “Because it is a
conceptual model derived from the study of organizational
theories, rather than an empirical model derived from the
direct observation of organizations or managers, it is not
limited to a particular type of organization.”? In the first
section of her article, Faerman explains the Competing
Values Framework, and in the second section she focuses
on organizational change and leadership in libraries. This
article uses her framework to help identify and understand
roadblocks in all areas of managerial leadership. In doing so,
this article covers literature on leadership and management
from the library field and management in general, as well as
the author’s own perspective. It also discusses the compet-
ing demands on managerial leadership in academic librar-
ies, as well as the problems caused by ineffective or wrong
approaches to these demands.

The flaws in managerial leadership previously men-
tioned are examples of worst-case scenarios, representing
failures on the part of the person in a leadership posi-
tion, primarily in the human relations area. A closer look
at library administrators’ job responsibilities should be
helpful in seeing more clearly the validity of the following
statement:

Library administrators are facing a wide variety of
competing and often conflicting demands—caused
by forces both internal and external to the library
itself—which often require them to deal with situa-
tions which on the surface appear to be contradic-
tory or paradoxical.®
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The Competing Values Framework is a useful general
framework of organizational and managerial leadership
performance. This framework, which was originally devel-
oped by Robert E. Quinn, is applicable to a wide variety
of organizations.* It makes explicit inherent paradoxes and
competing demands regarding organizational and manage-
rial leadership effectiveness. The framework is basically
a conceptual,or mental map that illustrates the inherent
contradictions in important assumptions about organiza-
tional effectiveness and managerial leadership performance.
Furthermore, it makes one see more clearly the connection
between various criteria of organizational performance and
different kinds of managerial styles and behaviors.

Competing Values Framework: Overview

Managerial leadership, as viewed from the perspective of
the Competing Values Framework, encompasses the fol-
lowing roles:

1. Innovator and broker (concerned with innovation,
adaptation to change)

2. Director and producer (concerned with planning and
goal setting, achievement of productive outcomes)

3. Coordinator and monitor (concerned with organizational
effectiveness)

4. Mentor and facilitator (concerned with effective human
relations)

It is not easy to achieve a balance between these con-
tradictory and competing demands, and
studying the dynamic between them can

established rules and procedures for dealing with
employees, as well as with customers, clients and
patrons. But they are also expected to be flexible
and to be able to deal with both short-term crises
and long-term changes in their situation. Thus
... all organizations are expected to excel in con-
tradictory domains.”

Figure 1depicts Faerman’s explanation ofthe Competing
Values Framework for Organizational Effectiveness. The
vertical axis relates to organizational structure in which
the emphasis may be either on control or on flexibility.
Because of differing criteria of organizational effectiveness,
the emphasis may be either on stability and uniformity, or
on adaptability and differentiation. The horizontal axis in
figure 1 relates to differences in organizational focus: an
internal perspective, emphasizing the coordination of the
parts, and an external focus, emphasizing the well-being
and development of the organization as a whole. The
internal perspective of organizational effectiveness focuses
on work processes and procedures, and the importance of
employees as vital resources within the organization, while
the external perspective focuses on the growth and devel-
opment of the organization and how the organization fits
into its larger environment.

The aforementioned different values concerning organi-
zational effectiveness can be categorized according to “four
models of organizational effectiveness which are associated
with four schools of thought in organizational theory.”® At
the bottom right of figure 1 is the Rational Goal Model of
organizational effectiveness. The emphasis is on planning
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Figure 1. Competing Values Framework: Organizational Effectiveness
(llustration used with permission of John Wiley & Sons.)
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and goal setting (as means), and productivity and efficiency
(as ends). The goal is the maximization of output. In the
lower left quadrant is the Internal Process Model of orga-
nizational effectiveness. The emphasis is on information
management and communication (as means), and stabil-
ity and control (as ends). The Human Relations Model
of organizational effectiveness is shown in the upper left
quadrant. The emphasis is on the maintenance of cohesion
and morale and the smooth functioning of group processes
(as means), and the long-term growth and development of
individuals in the organization (as ends). Important values
are participation and consensus in decision-making. Finally,
the Open System Model of organizational effectiveness is
pictured in the upper right quadrant. The emphasis is on
adaptability and readiness (as means), and the attainment
of external support, and growth and resource acquisition
(as ends). Important values are adaptation to the organi-
zational environment, as well as creativity and innovation.
Faerman emphasizes that “the framework is called the
competing values framework because it illustrates the fact
that organizations are expected to be and do many differ-
ent things and thus competing and conflicting demands are

placed on them.””

Figure 2 shows how the four models of organizational
effectiveness relate to eight managerial leadership roles. In
it, the Open System Model of organizational effectiveness
emphasizes the ability to adapt to changes in the external

development. In the facilitator role, leaders are concerned
with group, rather than individual, performance; they
are process-oriented, concerned with building cohesion
and teamwork, skilled at leading group meetings, manag-
ing conflict, and negotiating compromises among group
members.

Faerman argues that although the criteria of orga-
nizational effectiveness “are conceptually competing and
shown as oppositions in the framework, [it] does not mean
that they cannot mutually exist in a real organization.” In
fact, “in order for organizations to be truly effective, the dif-
ferent criteria of effectiveness must all be present in some
degree in an organization, and probably should be present
in some balance.”® Likewise, “although the managerial
leadership roles represent conceptually competing sets of
behaviors and are shown as opposites in the framework,
this does not mean that they cannot mutually exist in one
individual,” and moreover, “in order for managerial leaders
to be truly effective” they need to ensure “that each of
the leadership roles is performed to some degree within
each work unit and within the organization more generally
and probably should be present in some balance.”” Still,
Faerman does concede that “virtually all individuals have
preferences for some of these roles over the others,” based
on “skill level or comfort level (for example, how well does
an individual believe that he or she performs in the role?)”
or on “values or guiding beliefs about what is important for

environment. The related leadership roles are innovator
and broker. The innovator creates a vision for change that
defines the future direction of the organization and leads

overall organizational performance.”!”

it through adapting to the desired changes.
Leaders in the role of the broker serve as a
liaison between the organization and those
outside of it. They must sell their vision for
change to important external stakeholders
in order to secure funding or approval
for organizational change. The Rational
Goal Model of organizational effectiveness
emphasizes planning, goal setting, pro-
ductivity, and efficiency. The managerial
roles associated with this quadrant are
those of the director and producer. In the
Internal Process Model, the leadership
roles are coordinator and monitor. In the
coordinator role, the leader is concerned
with making sure that the right people
are in the right place doing the right job
with the right equipment. In the monitor
role, leaders emphasize the effectiveness
criteria of communication and informa-
tion management. Lastly, in the Human
Relations Model, the leadership roles are
those of mentor and facilitator. In the
mentor role, the leader is concerned with
helping employees formulate plans for
their personal and professional growth and
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Figure 2. Competing Values Framework: Managerial Leadership
(Mustration used with permission of John Wiley & Sons.)
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Definitions of Managerial Leadership

Before proceeding with the discussion of the various mana-
gerial leadership roles of library administrators, let us first
take a look at what managerial leadership is all about. In
the leadership literature, an important distinction is made
between “managers” and “leaders.” Managers are primarily
involved with processes of planning and budgeting, orga-
nizing, staffing, controlling, and problem solving. On the
other hand, leaders are involved with establishing direc-
tions, aligning people, motivating, and inspiring.

In “What Leaders Really Do,” Kotter emphasizes
that leadership is about coping with change. Setting the
direction for change is fundamental to leadership. Major
changes in today’s highly competitive business world are
crucial to compete effectively and to survive, and “more
change always demands more leadership.”!" Kotter also
clarifies that “leadership and management are two distinc-
tive and complementary systems of action. Each has its
own function and characteristic activities. Both are neces-
sary for success in an increasingly complex and volatile
business environment.”!? Finally,

management ensures plan accomplishment by con-
trolling and problem solving—monitoring results
versus the plan in some detail, both formally and
informally, by means of reports, meetings, and
other tools; identifying deviations; and then plan-
ning and organizing to solve the problems. But for
leadership, achieving a vision requires motivation
and inspiring—keeping people moving in the right
direction, despite major obstacles, by appealing
to basic but often untapped human needs, values,
and emotions.”!?

In a similar vein, Peter Toppping’s report of a state-
ment by a company executive sums up very well the dis-
tinction between managers and leaders: “Managers wait to
be told what to do, while leaders take initiative, figure out
what has to be done, and then do it.” Topping emphasizes
that it is important to have good managers, “people who
are able to effectively plan, organize and control,” but, we
also “have a great need for leaders inside organizations—
people who inspire, motivate, and develop others. And we
need leaders at all levels in our organization, not just at the
top. ... It is imperative that organizations have people who
are capable as both managers and leaders.”!*

What is expected of managers is pretty clear-cut, but
this is not true with regard to leaders. The discussion of
leadership attributes by Hurlbert may serve to further
clarify the distinction:

Leadership is the ability to guide or move people
in a particular direction and is a quality that must
be able to induce, persuade, and motivate others
to identify with the goals of an institution. . . .
Leadership also has a visionary quality embodying

characteristics such as risk taking, good communi-
cation skills, and the ability to gain trust and lead
by example.’®

Similarly, Beverly P. Lynch points out that “leadership,
an illusive variable, has had the attention of scholars and
researchers in the organizational field for many years,” and
cites several major approaches to its analysis:

Among the approaches to the study of leader-
ship have been the trait approach, which seeks
to discover what leadership traits make people
great leaders; the skills approach, which focuses
on skills and abilities that can be learned; and the
style approach, which emphasizes leader behavior
and, building on the Ohio State studies in the
1940s, emphasizes task behaviors and people rela-
tionships. More recent studies of leadership stress
the situational, where different situations demand
different styles; the contingency approach, closely
related to the situational, attempts to identify the
appropriate leader to the situation. More recently
the study of team leadership has emerged as more
organizations have moved to a team-based leader-
ship structure.'®

The competencies required for leadership are thus
diverse and multifaceted, so that understanding them,
much less practicing them, requires a broad approach.

A two-part study was done by Hernon, Powell, and
Young to determine what attributes (knowledge, skills,
and critical competencies) are needed by university library
directors in the Association of Research Libraries (ARL).”
The listing is extensive and reflects the numerous and com-
plex challenges such directors face. This study also provides
useful insights into managerial leadership in libraries in
a wider context, beyond just in ARL. Desirable attributes
are listed under the categories of managerial attributes
(subdivided into managing, leading, planning); personal
characteristics (subdivided into dealing with others), indi-
vidual traits (general), individual traits (leadership); and
general areas of knowledge. The following are examples of
managerial attributes:

e Managing. Result-oriented, communicates effectively
with staff, delegates authority, facilitates productive
work environment, manages fiscal resources and bud-
gets, and resolves conflicts.

e Leading. Builds a shared vision for the library, man-
ages and shapes change, thinks “outside the box” (in
new and creative ways applicable to the problem), is
entrepreneurial, and keeps the library focused on its
mission.

e Planning. Sets priorities and creates an environment
that fosters accountability.
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e Dealing with others. Treats people with dignity and
respect, has good interpersonal and people skills.

e Individual traits (general). Has self awareness of
strengths and weaknesses, is honest, analyzes and
solves problems, and is able to ask the right ques-
tions.

e Individual traits (leadership). Is change-focused, exer-
cises good judgment, articulates direction for the
library, inspires trust, and is innovative.'®

What we also see here is the applicability of the
Competing Values Framework. It’s not possible to have
all these desired qualities. The complexity of managerial
leadership can indeed be daunting, and allowances for
shortcomings may be inevitable. Further, our examination
of the different managerial leadership roles may suggest
how these can be reconciled.

Innovator and Broker (Open System Model)

In recent years there has been a dramatic change in work
processes and the types of services provided by libraries.
An example is the demand for library materials and services
online, which necessitates that library personnel be skilled
in the use of new technologies. This change, which is an
ongoing process, calls for adaptability and readiness of the
leaders to act in the roles of innovator and broker. Faerman
describes the innovator role as follows:

As innovators, leaders create the vision for change
which defines the future direction of the organiza-
tion. In this role they also help others within the
organization to adapt to change. . . . Thinking
creatively about opportunities, library administra-
tors performing in the innovator role will search
for new ideas and approaches to organization
of the library, and will not be limited to current
configuration or structures. Moreover, they will
be concerned with establishing a climate in the
organization where new ideas and approaches
are valued, where creative thinking is encouraged
among all employees, and where appropriate risk
taking is rewarded.?

By extension, library administrators acting in the role
of broker are expected to influence important people out-
side of the library, secure funding, and obtain approval for
organizational change.

Plans for the future direction of the organization need
to be based on an adequate understanding of current condi-
tions, specific barriers that need to be addressed, and analy-
sis of the feasibility and benefits of proposed organizational
changes and new projects. Organizational change may be
implemented and innovative projects undertaken because
of perceived desirable benefits, but the innovator and
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broker must recognize that if nothing is done to address
prevailing obstacles, then not much will be accomplished.
It is all very well to have an ambitious and well-formulated
vision and goals statement detailing where the organization
should be in five or ten years, but the planning must begin
with a realistic assessment of current realities or innovative
projects may never reach completion.

In Managerial Leadership, Topping discusses some
prevalent reasons for resistance to change, such as inertia,
fear of the unknown, fear of failure, not understanding or
disagreeing with the need for change, and so forth. In many
cases, the disagreement with the need for change is not
that employees do not understand “the reasoning behind
the changes but rather that they believe the reasoning is
flawed.” Topping argues further that:

This is particularly commonplace in organizations
that have generated high levels of skepticism from
a track record of frequent and ineffective change
initiatives. . . . The decisions made to pursue any
of these [changes] often lacked total commitment,
were poorly thought out and wound up being inef-
fectively implemented.?

Taking steps to balance the drive for innovation and
the instinct to broker means by which to make it happen
must require conscious leadership decisions.

In “A Critique of Some Contemporary Conceptions of
Reengineering-Based Library Leadership,” Champion dis-
cusses leadership practices in the context of reorganization
of libraries. His particular concern is workplace justice and
fairness. In the business world, “a particular ‘leadership’
tactic that radically alters an organization, even dismantles
traditional services, could be tolerated or even promoted
if increased profits result.”?! The idea of reengineering the
library has found fertile ground among library directors;
however, it is not always implemented in the proper way.
Ideally, the reengineering of the library will result in “a
flattened organization with empowered cross-functional
teams . . . new knowledge and information infrastructures
and reinvented and re-engineered work process focused on
customer service.”?? Unfortunately, “management’s desire
for a quick fix” is more the norm than “substantive and
meaningful planning,” the outcome of which is “staff reduc-
tions and reassignments.” Champion emphasizes the need
for “consensual decision making,” which allows for a “wide
ranging debate on the nature of the organization’s prob-
lems and on proposed solutions.” The “true library leader is
one who stands on the principles of collective agreement,”
and not simply mandates change.?

Being a change agent is of vital importance. In “The
Library Director as Change Agent,” Shaughnessy speaks
about the creation of new mental models of library organi-
zations, which he considers to be one of the chief tasks of
a library director. Unfortunately, all too frequently the best
ideas are never put into practice and creative insights are
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never implemented because they conflict with deeply held
beliefs of how the organization should operate and are
contrary to people’s familiar ways of thinking and acting.
Here the organizational culture needs to be changed, and
the library director plays a crucial part in the endeavor.
Shaughnessy writes: “The library director needs to help
the organization develop a new and powerful vision of its
future, a vision with the power to propel it forward, both
individually and organizationally.”?*

Elaborating upon that theme, Shaughnessy further
discusses his experience of reorganizing a large library at
the University of Minnesota. The objectives of implement-
ing a new organizational structure were “to reduce bureau-
cracy, empower staff, create a team-based culture, develop a
deeper ownership of the library by staff, and become more
responsive to the library’s customers.” Both the design
and its implementation were carried out without undue
influence from the university librarian: “The library’s
administration adopted a hands-off policy with respect to
the processes associated with the reorganization.” Initially,
much time had to be spent on the clarification of essen-
tial characteristics of teams and team work; for example,
referring to a group of people who are providing reference
services as the “reference team” may be misleading unless
this group of people works together according to basic
norms of teams and team work, “such as commitment to
common purpose, performance goals, and an approach to
work in which staff hold themselves individually and mutu-
ally accountable.”® The objective was to make the process
as open and participative as possible.

An important issue addressed in this article is the
lack of understanding and appreciation of the work done
by library administrators. One of the objectives of the reor-
ganization was the elimination of several administrative
and managerial positions in order to achieve a flattening
of the organizational structure. Responsibilities of these
positions were either eliminated or reassigned to other
staff. Then, the question arose what the roles of remaining
library administrators should be, to which Shaughnessy
comments on the complexity of the work done by adminis-
trators, which is often neither understood nor appreciated.
Unfortunately, there is an underappreciation of the “values
that they [administrators] bring to the organization—
experience, skill, professional knowledge, training ability,
and overall competence,” such that: “Superior achievement
and performance on the part of most administrators seems
either to be taken for granted or ignored.”?6

Director and Producer (Rational Goal Model)

Another essential role of library administrators is that of
director and producer. The emphasis is “on planning and
goal setting (as means) and productivity and efficiency
(as ends). Criteria of effectiveness emphasize rational
analysis and action. Here, it is believed that clear direction

will lead to productive outcomes.”?” A good example of a
crucial part of the director and producer role is strategic
planning. Common elements of the strategic plan are the
mission statement, key result areas referred to as goals,
and strategic and tactical objectives. When working out a
strategic plan, careful analysis must be conducted to iden-
tify the strengths and limitations of the library, and how
much can be accomplished with the resources available.
Furthermore, because the library is but one part of a larger
institution, the strategic plan needs to be in line with the
goals and objectives of the larger academic institution.

Once a strategic plan has been worked out, imple-
mentation calls for organizing work activities and giving
clear directions that will lead to productive outcomes. As
Stueart and Moran have written, organizing involves (1)
determining the specific activities necessary to accomplish
the planned goals; (2) grouping the activities into a logical
framework or structure; (3) assigning these activities to
specific positions and people; and (4) providing a means
for coordinating the efforts of individuals and groups.?®
Thus, the role of director and producer requires the ability
to formulate plans and the specifics about how they can be
achieved, to oversee progress along the way, but also, on
the other hand, to keep the focus on broader issues and
longer-term goals.

Coordinator and Monitor (Internal Process
Model)

Closely related with the role of director and producer is
that of coordinator and monitor concerned with organiza-
tional effectiveness. The emphasis is on information man-
agement (as a means), and stability and control (as ends).
Criteria of effectiveness are the smooth flow of information
and work processes; measurement and documentation of
such are considered to be important. In the coordinator
role, leaders “engage in situational engineering and the
manipulation of assignments—managing the structure and
flow of systems, analyzing task requirements, and organiz-
ing and coordinating the efforts of others.” While acting as
the monitor, they “are concerned with the flow of informa-
tion in the organization, making sure that organizational
participants are familiar with important facts and details,
and with organizational rules and regulations.”?’

Optimum organizational structure, which encompasses
the division, assignment, and coordination of job duties,
maximizes effectiveness. Mintzberg clarifies succinctly
how organizational structure provides the framework for
specialization and coordination:

Every human activity—from the making of pots
to the placing of a man on the moon—gives rise
to two fundamental and opposing requirements:
the division of labor into various tasks to be
performed and the coordination of these tasks
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to accomplish the activity. The structure of an
organization can be defined simply as the sum
total of the ways in which it divides its labor into
distinct tasks and then achieves coordination
among them.?’

As explained by Stueart and Moran, an organization’s
structure “provides a system through which people can
perform assigned activities contributing to the goals, objec-
tives, and programs of the organization,” but “an organiza-
tional structure that provides for the efficient achievement
of the planned goals and objectives is not an easy structure
to develop.”!

A major issue is the structural effectiveness of the
organization. For example, delegation of job duties and
granting adequate authority to carry out assigned tasks is
essential, but this rubs against the grain of many managers.
Stueart and Moran point out that delegation should not be
practiced half-heartedly, that it must be accompanied by reg-
uisite authority, without which a roadblock is created. Thus,
“effective managers are those who have learned to delegate.
They are willing to let go of some of their authority and
trust their subordinates.”®? The delegation of authority is
also related with the question of how much the organiza-
tional structure is centralized or decentralized. Thus:

In highly centralized organizations, authority
is concentrated in the highest echelons of the
hierarchy; almost all decisions are made by those
at the top. In decentralized organizations, the
authority to make many decisions is pushed down
in the organization.®

The coordination of decision making in the organiza-
tion is simplified if the power of decision-making is only
given to those at the top, but if decisions can only be made
by those at the top, timely decision-making at lower levels
will be obstructed. Also, there is a cognitive limitation
to how much important information can be processed by
those at the top. This point is well stated by Mintzberg:
“Unfortunately, in complex conditions, this inevitably leads
to a state known as ‘information overload’: the more infor-
mation the brain tries to receive, the less the total amount
that actually gets through.”* Those at the top may not
recognize their own shortcomings and wrongly blame sub-
ordinates for the lack of productivity and efficiency. They
may also be too distant from the actual work processes to
understand them thoroughly.

Organizational effectiveness is difficult to measure,
and as such is often not given sufficient attention. Barriers
to productivity and efficiency are evident to employees on
a day-to-day basis, but reorganization mandated from above
may not address these concerns and can fail to achieve the
desired results, or may actually result in efficiency dimin-
ishing from satisfactory to poor. Here effective managerial
leadership or lack thereof becomes very much evident.
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Mentor and Facilitator Role (Human
Relations Model)

As Faerman points out, crucial factors in the human rela-
tions model of organizational effectiveness are “the main-
tenance of cohesion and morale and smooth functioning
of group processes (as a means) and the long-term growth
and development of individuals in the organization (as
ends).”? The emphasis is on participation and consensus
in decision-making. Involvement of subordinates promotes
commitment.

The maintenance of effective human relations is very
important in any organization, although it may not always
be given adequate attention. In “Visionary Leadership,”
Riggs asks: “Why is it that so many of the books written
on leadership in general do not mention the followers?
Can there be leadership without followership? Followership
of some nature has to exist before there is leadership.”3
Chancellor Robert McTeer of the Texas A&M University
System similarly writes: “Remember that, to be a leader,
you must have followers. A good cowboy looks back occa-
sionally to see if the herd is still there. Even if the herd
is still there, watch out for those head butts.”3” Without
effective human relations, little can be accomplished in
managerial leadership roles.

Typical failures in the mentor and facilitator role are
micromanagement, lack of delegation, misuse of authority,
poor decision-making, and poor interpersonal communica-
tion styles. These mistakes can lead to a situation where
the manager exhibits a disregard for basic principle that
one style does not fit all, a lack of understanding of human
behavior and self-knowledge, no feeling of empowerment
among subordinates, and the inability to cope with over-
whelming responsibilities that could be delegated. While
subordinates’ motivation and initiative may become stifled
to the point where necessary tasks are not carried out, the
causes of the poor workplace situation may be obvious to
everyone except the person in the leadership position.

At the other end of the spectrum of managerial lead-
ership style is the laissez-faire attitude characterized by
leniency and a failure to assert necessary authority and
legitimate powers. As a result, subordinates lack discipline
and fail to complete assigned tasks and responsibilities.
There needs to be an effective balance between the enforce-
ment of control and discipline, and enabling subordinates
to exercise authority and control over their job responsi-
bilities. As expressed by Piccininni, people in managerial
leadership positions should “balance three sets of opposing
interests: treating subordinates fairly, but as individuals;
holding subordinates accountable, yet tolerating their mis-
takes and deficiencies; and maintaining control yet provid-
ing autonomy.”38

Empowerment of subordinates is crucial. As pointed
out by Khan, “successful empowerment will increase
employee productivity, improve attitudes by assigning
responsibility and authority to those who are responsible
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for work output.”®® Topping uses the word “enabling” in
his discussion of empowerment:

Enabling your associates to work at their best is
at the core of managerial leadership. Note that
selection of the word enabling is purposeful—
“making able; making it possible for’—as lead-
ership today is so much more about creating
environments where people can succeed than it
is about making decisions or getting things done
individually. You cannot possibly handle by your-
self everything that must be done. Nor are most
managers in situations where they are capable of
making all decisions by themselves and simply dic-
tating actions to their subordinates. That is just
too slow and non-empowering for organizations to
function effectively.*

Enabling subordinates to perform to their fullest
potential necessitates their continuous professional devel-
opment.

Effective managerial leadership in the human rela-
tions model requires the manager to provide support by
means of coaching, teaching, and mentoring. As explained
by Topping:

As coach, you are zeroing in on results and devel-
oping your associates’ performance capabilities. As
a teacher, you are concentrating on helping them
to learn and apply new knowledge as skills they
acquire. As a mentor, you are focusing on their
long-term career and personal development.*!

If a subordinate is afraid that asking for advice on
how to handle a specific task or problem will be perceived
as weakness, then that is obviously a barrier. It is also an
indication of a poor interpersonal relationship and poor
interpersonal communication.

The manager cannot sustain a good working relation-
ship without respect for the following basic ethical values
of managerial leadership:

dignity and integrity of the individual;
establishment of mutual trust and confidence;
fairness and justice;

openness; and

absence of fear and autocratic decree.

Human relations problems are numerous and varied,
and beyond the scope of this article. However, effective
managerial leadership in these matters is crucial. The
importance of human relations is summed up very well by
Topping: “If you find a unit that is performing well, with
motivated employees who work well together, the probabil-
ity is high that a primary reason for their success is that
the unit’s manager is an effective leader.”*?

Conclusion

All four managerial leadership roles in the Competing
Values Framework are important, yet no one person is
likely to fulfill them in equal measure. Faerman emphasizes
this point:

Although the managerial leadership roles repre-
sent conceptually competing sets of behaviors . . .
this does not mean that they cannot mutually
exist in one individual. . . . In order for manage-
rial leaders to be truly effective, they must take
responsibility for ensuring that each of the lead-
ership roles is performed to some degree within
each work unit and within the organization more
generally and probably should be present in some
balance.*®

Failures in specific roles can be observed to varying
degrees, the most obvious one to subordinates being in the
human relations role.

In Executive Leadership, Jacques and Clement empha-
size that the level of managerial responsibility needs to
be based on the ability to deal with complexity, which
increases at higher hierarchical levels:

Competence demands that the managerial leaders
should be able to operate at a level of cognitive
complexity that is consistent with the category of
task complexity and level of work in the role and,
by the same token, should value the role and have
the necessary skilled knowledge and wisdom.
Given this competence, managerial leaders must
be in the next higher cognitive category than
their subordinates, and the roles they occupy
must also be one true organizational stratum and
category of task complexity apart.**

If a person in a managerial leadership position resorts
to micromanaging, it is probably an indication of that per-
son’s inability to deal with the complexities of the roles.
A library director who spends time on tasks that could be
delegated to subordinates fails to attend to tasks appropri-
ate for the leadership role.

No one is perfect. Subordinates are quick to find faults
with people in managerial leadership positions and vice
versa. Furthermore, as Jatkevicius reminds us:

[Leadership problems] may sometimes be defined
by unrealistic expectations or misplaced blame
(often linked, the former leading to the latter); for
example, when we want the leader to both steer
and row, then complain when we feel left out of
the process. The simple fact is that employees
have expectations that they want their organiza-
tion to fulfill, often regardless of whether these
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expectations are in any way related to the mission
of the organization. Indeed, in any organization
employees are at different stages of personal and
professional growth or stagnation, different levels
of competence and recognitions, callowness and
experience, enthusiasm and jadedness, willing-
ness and lethargy. All of these attitudes feed into
employee expectations for the organization.*>

When judging the performance of people in manage-
rial leadership positions one needs to take into account the
complexity of their duties and the barriers to the adequate
performance of their duties. Nonetheless, subordinates’
expectations make a difference.

Leadership does make a difference in organizational
performance.*® The institution should ask itself if there is
an adequate performance assessment procedure in place.
Improvement in performance requires assessment, and per-
sons in managerial leadership positions should be given ade-
quate feedback in this regard. The dilemma there is that:

The higher you climb the ladder in this organiza-
tion, the less chance you have of getting feedback
about your performance. The working rule of
thumb is: “the farther up you go, the stranger
things get,” especially in the way you are reviewed
and rewarded.*”

In Managerial Leadership, Topping discusses leader-
ship practices, which he believes can be improved only to
a certain extent. However, a “heightened understanding of
how leadership behaviors affect others and impact perfor-
mance can help anyone enhance his or her own effective-
ness.”*® Topping emphasizes that, “so much of being a
strong managerial leader is connected with the values of
openness, integrity, trustworthiness, respect for others,
and honesty that people lacking these qualities can never
be effective leaders.”*

Finally, James Neal speaks from extensive practical
experience on the challenges and complexities of librarian
leadership:

Leadership is best described in the context of out-
comes rather than inputs, in the sense that leader-
ship is evidenced by the ability of an individual to
inspire an organization and its people to achieve
its objectives, and to have an impact on its com-
munity. . . . A leader consults with those who work
within an organization and those it serves to define
a direction and agenda. A leader cheerleads in the
sense of being responsible for the culture and vital-
ity of the organization. A leader has responsibility
to represent the organization effectively in a whole
range of external venues. . . . Also, a leader is an
individual who can attract innovative people and
provide the work environment for those individuals
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to thrive and grow individually and collaboratively
to get things done.>®

Thus, while managerial leadership on this order may
require a set of skills and attitudes that may sometimes
emphasize one role over another, to some degree all of
these roles must be balanced in order to maximize organi-
zational effectiveness.
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