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1. Introduction

The group was set up by ACOS at its meeting on 20th March 2003 with a remit to report and make recommendations on staff development support for those in second-tier posts in all types of institutions represented by SCONUL. Second-tier is understood to include deputies and all staff in posts immediately below that of head of service ( senior management team posts). Staff development is presumed to encompass development, training and continuing professional development issues. 

The group has met once when it discussed a starter paper on issues, a number of relevant articles and a range of initiatives already known to exist both within and outwith the UK. Further discussions have been held via email. This paper is the outcome of the meeting and discussions.

2. Issues

2.1 Development of Middle Managers   

There is a variety of reasons for the paucity of suitable candidates for second-tier (and head of service posts) which colleagues encounter – flatter structures, lack of mobility/flexibility because of family commitments, poor salaries, going into ‘sexier’ jobs at the outset of careers ( KM), female profession ( drop-out rates). Succession planning and support is rapidly becoming critical given the age profile of academic library staff establishments. All this suggests the need to ‘grow our own’ future senior managers and leaders and to start at middle manager level. This is also the level where the possession of good HR management and people skills becomes vital not only to the future success of the individual but also for that of the staff  for whom they have line management responsibility. 

2.2 Opportunities to Broaden Experience

Some staff, such as subject librarians, perceive that there are problems in moving up to more generalist, managerial roles. The group believe that the main areas where these staff tend to lack experience is human resources management ( particularly managing large numbers of staff), budget management as opposed to expenditure monitoring and liaison with external agencies.

2.3 Mixed Levels of Management/Leadership Skills at Second-Tier Level 

Staff entering second-tier posts cannot be assumed to have a given level of management and/or leadership training. This has been evidenced with the problems caused by ‘mixed ability’ cohorts on the management courses run for SCONUL by HESDA and by Aston University. The report of the HIMSS project highlighted the lack of strategic management, change management and customer orientation skills in second-tier staff. These factors currently make it difficult to establish the level and content of development support required for second-tier staff. .

The group considers that the wide range of DMS, MBA and other courses now on offer, the greatly increased focus of in-house programmes on management development and the HESDA courses for first and middle managers are more than sufficient to meet the needs of the sector. In addition, they offer the benefits of training alongside colleagues from other groups within and outwith higher education. Our view is that this removes the need for ACOS to pursue a replacement for the Aston course. 

The issue is not the availability of suitable management skills courses but rather the lack of consistent participation in management skills development courses and activities across the sector. There is known to be great variation across HE libraries in the level of importance and real support accorded to nurturing middle and senior library managers This may be due, in part, to financial constraints but we think that there are also issues of  differences in ‘culture’ and management style which may facilitate or alternatively hinder management and leadership development. How can we establish and promote good practice to ensure that all colleagues are supported to participate in continuing management and leadership skills development at appropriate points in their careers? This good practice needs to include the recognition of the need for colleagues to include management and leadership development as key elements in their strategic plans and to provide the requisite financial and other support to ensure that the plans are implemented equitably and consistently.

2.4 Second-Tier Staff Development Needs

It has been said that there are only two sets of development needs for second-tier staff – those of staff who wish to remain in second-tier posts and those of colleagues who wish to become a head of service. The group believe this distinction to be too crude. Second-tier staff who do not want to become a head of service, may still be called upon to ‘act up’ during an interregnum and will almost always act on behalf of the head of service as required or in certain defined areas. Those who do wish to become a head, may not be successful in doing so. The group does believe that this group of staff has differing development needs at different stages of their time in a second-tier post, especially keeping up to date with current sector issues. It also believes very firmly that there is a need to provide support for the development of leadership skills and that this will be of particular, but not exclusive, benefit to those who aspire to a head of service role.

2.5 Management or Leadership Skills

The group believes that there is often considerable confusion between management training and leadership training. Papers and presentations by Sheila Corrall, Director of Academic Services Southampton University are particularly useful in this area. Sheila proposes the following lists which are derived from a model used at Roffey Park Institute.

	Manager’s Tasks
	Tasks of Managers and Leaders
	Leader’s Tasks

	Planning
	Coaching
	Strategic Thinking

	Setting Goals
	Developing Others
	Visioning

	Monitoring
	Networking
	Aligning

	Controlling
	Acting as a Role Model
	Inspiring

	Improving
	Creating a Climate
	Innovating

	‘Does things Right’
	
	‘Doing the Right Things’

	Efficiency
	
	Effectiveness

	Budgeting
	
	Opening Doors

	
	
	Building Alliances

	
	
	Removing Blocks


For more detail go to  http://www.cilip.org.uk/about/president/corralls/leadership.html
A leader will often need to be a good manager. Second-tier staff and staff in a range of posts need to display leadership skills, for example, in leading teams. The group recognises that there are two distinct sets of skills but it believes that the two are not mutually exclusive and indeed that there is some overlap between them as suggested above. Normally, the requirement to manage becomes less and the requirement to lead grows as staff move up the career ladder. In general, the group believes that the skills in the left-hand column are those to be acquired in middle manager posts, those in the middle column provide a development agenda for those wishing to move up to senior posts and in the early years in those posts. Those in the right-hand column represent the areas of focus for second-tier staff and especially those who wish to become heads of service.

2.6 Access to High-Level Leadership Development Support

The question of so-called ‘high-flyers’ and of ‘fast-tracking’them is inevitably raised  when considering the support needs of second-tier staff. The group feels that this is not, in fact, a real issue given the impossibility of ‘fast-tracking’ to particular guaranteed posts and the critical importance of ensuring that the sector enables all those with the potential to do so to gain management/leadership positions. However, it does feel that there is a need for a new high-level leadership development programme and that access to it should be via transparent recruitment and selection processes including nominations against criteria agreed by the sector.

3. Current Initiatives 

3.1 General

The group reviewed relevant developments and initiatives and noted the following :

· HESDA courses for SCONUL/UCISA

· HIMSS recommendation for a joint planning strategy for the HE information sector by HESDA/HEFCE/SCONUL/UCISA/BCS

· competences assessment tools e.g. TFPL, HIMSS, isNTO, CILIP ‘Turning Points’ 

· SCONUL deputies group and email list

· CILIP CPD Framework ( in preparation)

· MPA courses e.g.Warwick MPA ( Masters in Public Administration: £15,000 over 3 years)

3.2 Leadership Development

The group sees this as a particular issue for second-tier staff development and took particular note of the growing range of programmes mostly outside the UK. Some are cross-sectoral or cross-domain but there is a growing number in the higher education library sector.

i) Encouraging leadership/management skills in staff at any level i.e. before 
reaching second-tier

Canada

Northern Exposure to Leadership Institute 

( to motivate librarians to develop leadership potential)  

 http://www.ls.ualberta.ca/neli/invitation.html
UK

Society of Chief Librarians Master Class 

(staff at any level with leadership potential)  

 http://195.171.155.7/scl/masterclass.htm
National Museum Directors Conference

(aspiring leaders; regional; self-selecting)  

 http://www.nationalmuseums.org.uk/priorities/training.html
USA

ARL (OLMS) Library Leadership for New Managers Programme 

(for new managers – no formal management experience

http://www.arl.org/training/institutes/managers.html
California – Transition into Management Programme 

(for new library managers who are fast-tracked from first appointment as manager)

ii) Developing those who have demonstrated leadership potential

Europe
Tilburg Library Management Courses

http://www.ticer.nl/summer03/
UK

Clore/Duffield Leadership Programme 

(for those in arts and cultural sector who have demonstrated leadership to develop their potential)
http://www.cloreduffield.org.uk/fullcultleadertaskforce02.html
USA

Council on Library and Information Resources, Frye Leadership Institute

(for those who wish to be Heads)  

http://www.fryeinstitute.org
Leadership and Career Development Programme (encouraging/developing library leaders from under-represented cultural and ethnic groups)

http://www.arl.org/diversity/lcdp/index.html
Online lyceums 

(used in above two programmes; possible SCONUL collaboration was raised a couple of years ago)

Library Administration and Management Association programme (USA) 

(ALA regional courses for potential leaders)

NLM Leadership Fellows Programme ( cultivates leaders through training and mentoring)  

http://www.arl.org/olms/fellows/info/
Australia

Aurora Foundation programme(Australia) 

(for future elibrary leaders)

http://www.alia.org.au/aurora/aurora.html
iii) Providing development support for existing heads of service and assistant heads

USA

ACRL/Harvard Leadership Institute ( 1 week; annual; up to 95 people; 1 week intensive course; to enhance not develop leadership skills; mid-career renewal).

http://www.ala.org/Content/NavigationMenu/ACRL/Publications
Roffey Park  ‘Developing Leadership Potential’ programme ( 5 days; £3,500; for current leaders – not specific to libraries.)

Reports and programmes have common approaches which involve a mix of some of the following support mechanisms – intensive taught course element, self-assessment and 360 degree assessment, mentoring, coaching, projects, secondments, action research, portfolios, peer groups, scholarships/sponsorship and  research fellowships. Most programmes involve a nomination process with agreed selection criteria. The costs of high calibre programmes inevitably tend to be high.

The group was able to draw on the experience of one colleague who had participated in the Frye Institute programme in the USA. This is annual and includes an intensive two week programme of top-rank speakers, many from outside the library world. It focuses on strategic issues and leadership in the academic environment and the taught component is followed by a 12 month project on which the participant reports the following year. Highlights are the effectiveness of the self-assessment component which clarifies for many whether they actually wish to be leaders and, if so, whether their current environment is going to enable them to achieve that goal. It is remembered as an ‘energising’ experience which enables participants to see the ‘big picture’ and, most importantly, to form a close network of professional peers.

4. Recommendations 

Although the remit of the group is to make recommendations on development support for second-tier staff, we think it is impossible to address this in isolation from some consideration of issues such as the management training which staff can be presumed to have received prior to reaching that level of post.

4.1 Steps should be taken to address the twin issues of the need for a coherent sector-wide approach to ‘growing’ the senior managers and leaders of the future and the need to establish an agreed level of management skills attainment to be achieved prior to taking up a second-tier post. 

We recommend that SCONUL ACOS should :

(i) Work with HESDA to promote the two existing courses for first and middle managers as the expected ‘norm’ of training for all staff at these levels.

(ii) Work with appropriate organisations to provide and or promote courses on human resource, budget and change management for library middle managers.

(iii) Promote the work self-assessment and management competence analysis tools produced by CILIP, isNTO, TFPL and HIMSS to help staff to analyse their development needs.

(iv) Produce a good practice guideline on management/leadership skills development for SCONUL libraries to include sharing of existing good practice, promotion of work-based learning methods, indicative list of types and levels of training courses available to staff at different levels and succession planning and management.

(v) Consult with regional academic library cooperative training groups on the role which they might play in providing opportunities for work-based learning – job swaps, projects etc.

4.2 Given the above, it is assumed that colleagues coming into second-tier posts will have a solid grounding in management skills through work-based experience and courses such as those provided by HESDA and/or DMS, MBA. It is envisaged that the latter would normally be taken when an individual is in a middle management post or during the early years of being in a second-tier post. The priorities, therefore, are to provide support to meet the demands of the second-tier post including the establishment of strong peer-group networks and for the development of a first-rate leadership development programme.

We recommend that SCONUL ACOS should:

(i) In consultation with appropriate individuals and organisations, develop a leadership programme based on the Frye Institute model with the addition of mentoring during the project period and paying attention to the tasks/skills in the right-hand column of the table in 2.5 above. Criteria for admission to the programme should be developed, disseminated and applied to all applicants. Given the size of the UK market it is envisaged that this would be offered every three or four years.

(ii) Seek partnerships with other organisations (CILIP, isNTO, Re Source, commercial companies etc) to provide sponsorship for the programme while recognising that institutions also need to be prepared to pay a realistic contribution to the cost.

(iii) Encourage the formation of more second-tier staff networks ( based on existing model) and including those which will arise naturally out of the leadership skills programme.

(iv) Work with HESDA, CILIP and other partners to provide regular, high-level briefing events for second-tier staff and heads of service on current issues of concern in the HE library context e.g. job-evaluation.

5. Consultations

The group suggests that the following might profitably be consulted about these recommendations : HESDA, Sheila Corrall ( who is leading a similar group for isNTO), Biddy Fisher( who is working for CILIP on its new CPD framework) and members of the ‘deputies’ group/list.

ACOS may also wish to consider whether SCONUL Conference 2004 ( theme : HR) could be used to further any of these recommendations.

Margaret Oldroyd (for the group)
15.5.03
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