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Oh what a tangled web we weave,

When first we practise (sic) to deceive! 

Sir Walter Scott, Marmion, Canto vi. Stanza 17 

(Scott, Classic Quotes Web)
Sir Walter Scott knew deception could cause distrust.  In management, it can cause a staff to no longer listen, respect, or be supportive.  Managers must have a plethora of skills and experience, across the disciplines of sociological and psychological thought.  They must have skills, traits, even attitude.  Two hundred years ago, Sir Walter Scott knew “success or failure in business is caused more by the mental attitude even than by mental capacities” (Scott, ThinkExist.com Quotations).  Today’s literature continues to support this theory – and more.  In reviewing past managers and my own current managerial style, I conclude that “management” is akin to building a web – weaving together many elements, theories, traits, skills and attitudes to form a strong platform of good management.
One of my earliest managers, G, used the formalistic approach; he assumed that employees perform best when they have clearly defined and structured jobs and duties (Evans, Layzell Ward, and Rugaas, 2000, p. 27).  Separate from that approach, he allowed for extra tasks and responsibilities, occasionally commending a job well done.  The company itself was part of the “good ole boy” network, where physical or biological traits assisted or impeded one’s upward movement (testosterone or lack thereof).  G was a party animal, a horrible speller, and often I felt I could do his job better – with the exception of schmoozing with all the other self-centered managers in their monthly meetings, and his golf game.  What he couldn’t provide, as a manager, was growth or forward progress on the company ladder.  Males were promoted; females received a clothing allowance (the secretaries who sat “out front” had a very clear dress code and were given monies to ensure they dressed appropriately).  Such was the nature of finance.

The financial industry was a classic bureaucratic organization, and as such, provided effective, efficient, rational and humane service; it provided a stable organization even in troubled times (Evans et al., 2000, p.52).  The stability of the financial market in the late 1980’s however, was lacking.  I rode out those troubled times.

It pays off, sometimes, to be patient.  At the end of five years with the company, pieces of the financial paperwork were sold to different institutions, and what was once a 270 employee, nationwide, financial lending institution became a 17 people ‘dead pool’ (collection of bad accounts only).  It was managed from a new headquarters and owner halfway across the country.  The remaining  seventeen people found our new roles to be more management-based.  Our duties included all that we had done before, but with more accountability, more responsibility and more freedom to explore.  We were amply rewarded for joining what we knew to be a two-year, run it into the ground, job (receiving a 20% salary increase and double pay for three months – with a guaranteed six month severance package at the end of two years).  

Our new boss, B, was female.  We were all sure she received the VP position because she cost less than her male counterpart at the old company.  As a matter of fact, we were almost all female; one token male managed the accounting section.  B fell into Fayol’s fourteen principles, with the exception of two key parts:  Equity and Esprit de Corps (Evans et al., 2000, pp. 19-22).  These two, while causing rumblings among the staff, were items we felt we could live with.  

The most noticeable item missing in B’s repertoire of management skills was feeling.  Her management style included a hands-off approach, minimal encouragement, but her praise, when given, was great.  She was almost embarrassed to be caught listening to someone talk of personal items, but she listened well regarding company matters.  In this way, she applied one of Fulmer’s second-generation tools:  dialogue.  Each month (at least), we would meet in a process of collective thinking and inquiry, a process for transforming the quality of conversation and the thinking that lies beneath it (Fulmer, Gibbs, and Keys, 1998, p. 15).  She also applied scenario planning tools, visiting the future every few months to determine the needs of the company with the changing (shrinking) pool of clients.  As the clientele and our staff dropped at the two-year mark, our responsibilities increased.  B also allowed us flexibility and was confident in our abilities.  I was able to take on extra tasks – and often rewarded with a new element of the job being added once I showed I was capable of handling it.  I would access the Accounting Department’s payoff quotes, which were allegedly secure.  Because of my initiative (and computer-friendly attitude) I was sent on training and become the network and computer security coordinator for the company.

B had eight of the ten leadership traits outlined by Jeevan: job competence, ability to plan/organize, willingness to accept responsibilities, self-confidence, self-discipline, ability to communicate and listen, patience, and a strong desire to achieve goals and objectives (Evans et al., 2000, p. 366).  She did not have a positive or sincere attitude toward subordinates and peers, nor a genuine interest in their welfare (outside of the work place).  The company/corporate atmosphere did not want feelings – they wanted the job done.  As a whole, we respected B for her work ethic, and held in disdain her ability to connect with people as humans.  The bottom line was:  she got the job done.  She even exceeded the expectations of the parent company.  By the end of year two, we had managed to earn four times what was expected from our debt collection (less losses and write-offs and more collections accounts being added to the pool).  Bess was effective in her own right, but did not achieve a balance between a concern for task and people, something needed in effective leadership (Evans et al., 2000, p. 360).  As there were no long-term goals or objectives for the organization, the fact she lacked those skills was bearable.

My current boss, P, understands well that as an organization grows and changes, so do its objectives (Evans et al., 2000, p. 70).  He excels at expecting the best of the staff, and (less so at) demonstrating how this can be achieved, increasing their motivation (Evans et al., 2000, p. 325).  His major weakness, however, is indicative of educational bureaucracy across the country:  he is lacking in effective and clear communication – something that is vital to decision making (Evans et al., 2000, p. 321).  Often, the interaction of the staff is impeded (fails) as a direct result of (an inability on the part of P) to communicate effectively (Evans et al., 2000, p. 291). Another impediment is outside of P’s control.  Schermerhor’s equation: ability x support x effort = performance (Evans et al., 2000, p. 325) is often lacking in the ‘support’ field in non-profit and educational institutions.  

The support for various endeavors in the educational community is often granted via committees (who oversee funding and regulations).  One major difficulty with committees (participative management) is accountability – a committee is simply not accountable (Evans et al., 2000, p. 353).  Not only is the ‘client pool’ in education large and diverse (from state standards to parental concern, from students themselves to boards of education), the strictures and guidelines governing the educational setting are a morass of rules, regulations and edicts that no one person could ever understand.  

There is a tome regarding standards of conduct and progressive discipline, necessary for good discipline (Evans et al., 2000, p. 416) and grievances are typically brought to bear through the CTA, the teachers’ union.  These, however, are not often needed as P excels at anticipatory learning – strategic learning in anticipation of problems or trends for the future (Fulmer et al., 1998, p. 10).  He uses employee suggestion systems, self-directed work teams (committees), statistical process control, and benchmarking, applying these maintenance tools to ensure continued success of the 120-staff school (Fulmer et al., 1998, p. 11).  He also uses customer surveys (student, teacher, parent, community) and content analysis to determine forward trends and modifications to plans (Fulmer et al., 1998, p. 13).  

These utility tools enable him to get a clearer understanding of what is and is not working in the current structure.  He also uses, as much as he can within the confines of the educational bureaucracy, motivational tools.  Flexibility is the key word in a good motivation system (Evans et al., 2000, p. 355).  While P does not have a lot of flexibility, he offers praise and congratulations often, and sincerely.  This, in the long run, is to his benefit (and that of his organization – the school).  A highly motivated staff provides quality service, makes positive contributions to planning and decision making, and accepts change and delegation more readily (Evans et al., 2000, p. 355).  

Between P’s vision and the staff’s commitment to the organizational goals and objectives (teachers tend to care about education students), the organization and management style fit into a System 4.  While P’s System 4 management style – complete confidence in subordinates (Evans et al., 2000, p. 345) is a boon to the organization, his communication style is not, nor is the turbulent organizational environment.  In the educational community, competitors exist (for funding/grant privileges), competition is fierce (evident in the high profile standardized test scores of each school within a district), and organizational survival is at stake (as evidenced by the state’s takeover of a nearby school district in the last couple of years) (Evans et al., 2000, p. 72).  P’s good management skills, forward-thinking, and ability to motivate his staff have assisted in lessening the effects of this turbulent environment.  His inability to communicate clearly, however, has increased the turbulence at the workplace itself.

Human interaction succeeds or fails as a direct result of communication (Evans et al., 2000, p. 291).  The three elements of communication: verbal, written and electronic, listening and reading, and non-verbal elements (Evans et al., 2000, p. 292) all play a crucial part in the ability to send and receive messages clearly.  P excels at the listening and non-verbal elements, but struggles with verbal, written, and especially electronic communications.  In one sense, he has lost a modicum of respect from the staff he serves; in another, he has become more human because of this flaw.  The flaw, however, exists, and often gets in the way of his ability to manage.  Effective and clear communication is vital in decision making, planning, delegation and in the management of innovation and change (Evans et al., 2000, p. 321) and this is where he could best spend his development time.  What he has developed well is motivation, combining three motivation theories to motivate his staff:  content, process and reinforcement (Evans et al., 2000, p. 326).  This, coupled with his vision and ability to organize, delegate and support his staff, is what I want to mimic as I develop my own management style.

My personal style is still in the development phase.   While I have managed projects, occasionally people (for short periods of time) and excelled at getting tasks accomplished, I have not had to manage a large group of people, or an entire organization.  One positive as I begin my management training in the library field is that I have entered a profession where I believe in the goals and objectives of the organization.  McGregor’s Theory Y, that people have much to offer an organization if only they can fully accept its objective (Evans et al., 2000, p. 337), is especially applicable here.  Rogus points out that the first development requirement for leaders is that we undertake our own development (Townley, 1989).  I am currently in the process of this and find life-long learning an exciting and worthwhile challenge.  I am fortunate, too, to be employed in the field, so I can immediately apply learning to determine what works well (or does not).  I am also lucky to work in a small setting, with one direct colleague and only two supervisors.  This cuts down on the need to understand and apply an outrageous number of human relation guidelines at once.

Human Relations in libraries usually means democratic and participative administration, use of committees, and involvement by staff in decision making (Evans et al., 2000, p. 43).  S (the Technical Library person) and myself (the Teacher Library person) work well together, discussing alternatives, ways to improve service, and the ever-increasing worry of how to do so on even more limited funds.  Almand and Barnes point out two traits I possess that have assisted me in my new, albeit small, managerial role:  never underestimate the power of a compliment (Auld) and never ask anyone to work harder (than yourself) (Auld).  

Human relationship skills together with social responsibility and ethics are fundamental to being an effective manager (Evans et al., 2000, p. 62).  I expect the best of my staff, and demonstrate how it can be achieved (Evans et al., 2000, p. 325) increasing motivation. The participative management style I employ allows the entire staff (to) participate in the management of the organization (Evans et al., 2000, p. 352); my colleague, our community, and our students have input into what services the library provides, and how well we are meeting the needs of the students and staff.  According to Mouton, I am somewhere between a Middle of the Road and a Team managerial style.  I am constantly balancing the need for production (provision of services to clientele) with the maintenance for morale, and motivating the staff to produce for a common goal – maintaining both high production and high morale (Evans et al., 2000, p. 359).  Likert’s production-centered and employee-centered supervisor types focus on either strict control of the work environment or allowing employees to determine individual work patters (supervision rather than production becomes the primary task of management).  These two views, blended, could fit well into the Middle of the Road style suggested by Mouton.  Blending is what I do best: a weaving together of elements to create a web of available products, services, and staff-centered rewards.

The ACE paradigm also blends positive traits and skills well.  Leadership uses the Acknowledge, Create, Empower steps to empower staff and foster creativity (Evans et al., 2000, p. 366).  The ten elements the leader uses to become a coach employ not only the human relations elements of management but also the communication.  The organization of a communication draws heavily on psychological precepts and reaction (to the communication) will undoubtedly be influenced by the organization of the message (Gillard and Johansen, 2004).  My talent and skill in writing and speaking allow me to minimize barriers (to communication) wherever possible and move toward the goal of effective communication (Gillard et al., 2004).

An area for improvement – or at least more experience and expertise – is the overall leadership quality I still need to possess:  making decisions about the allocation of resources, type of technology to be used, and the nature of the market (Perrow, 1985).  The collective workforce continuously yielding more than the sum of its productive parts was never more apparent than in my situation (Alire).  By utilizing a system 4 management style, allowing for complete confidence in subordinates (Evans et al., 2000, p. 346) and dialogue (a process of collective thinking and inquiry) (Fulmer et al., 1998, p. 15), I am moving toward more confidence in my skills as a manager.  Because of my colleague’s experience in the industry, I rely heavily on her input.  By weaving a number of the management theories together, I am able to pull the best of all parts together to form a cohesive whole – my own new style.  As it develops, I pull on learning from past experiences, too.

Part of my professional development required (at one point in a software career) the reading of E.O. Wilson’s Consilience (Wilson et al., 1998).  While the ‘cult-like interpretation’ of the text was a bit frightening, I supported Wilson’s determination of the need for the sciences to cross-pollinate their information base.  Specialization often tends to leave out possible solutions or scenarios not readily apparent to the master of one trade.  Management, it seems, is like that.  The current trend in management systems toward ones that encapsulate psychology, sociology, and other sciences, is one that will serve the needs of new managers well.  This myriad of possibilities and types of management styles, and the discussions of what supports each, can be woven together to create a strong web-based structure on which to base management style.  Management is an art (Evans et al., 2000, p. 8) – the tapestry being woven will change as threads are pulled or introduced, but a firm weft and weave will ensure continued success.

Speaking of an artist’s work, Fox stated that nothing exists in a vacuum or a closed system; everything partakes of a wider, more embracing, ever expanding context (1994).  If nothing exists in a vacuum, then how much better off will we be creating a web-like structure of management, and pulling together resources and theories from numerous bodies of studies and disciplines to better serve the needs of both our constituents and our staff?  Barley and Kunda’s trends in Library Management, from Industrial Betterment to Scientific Management, from Human Relations, Systems Rationalism to the current Organizational Culture and Quality (Lynch, 2004), have followed and matched society’s needs as it has grown.  This will continue.  As mass-communication, world-views, and an ever-increasing information base make themselves more and more readily available, theories on management styles will continue to grow and become more web-like – pulling the best ideas from various components and ideologies.  Staying on top of the literature, trends, and developmental needs will be the hardest part of management’s future.  It’s a future I am looking forward to.  
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