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Models of leadership change

N orth American rescarch
librarics arc experienc-
ing increased tumover in man-
agement personnel. The com-
bination of retirements, moves
10 positions in other industries,
and retums Lo “librarianship and
research” has fueled this trend.
It is neteworthy that a rencwed
focus on leadership in the pro-
fession has been matched by a
paradoxical expansion in lead-
crship instability.

Issues related to management
suceession have spawned anew
literature on the characteristics
ol leadership change. Two
recent monographs arc excel-
lent examples of the research
being carried out in this field:
The Dynamics of Taking
Charge by John Gabarro (Har-

vard, 1987) and Making a Lead-
ership Change by Thomas G.
Gilmore (Jossey-Bass, 1988).

“The trouble is you have 1o keep
the business running while you
learn about it.” This is a quole
from onc of the new managers
interviewed in Gabarro’s study.
His focus is the organizational
and interpersonal dynamics of
how new managers “take
charge™ — the stages ol learn-
ing and action. He explores the
situational and personal back-
ground factors which influcnce
patterns ol lcadership change.
And he identilics those charac-
teristics that distinguish suc-
cesslul transitions.  For Gab-
arro, “taking charge” is the
process of establishing “muas-
tery and influcnee™ in a new
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assignment, mastery hbeing an
understanding ol the organiza-
tion, its tasks, people, environ-
mernt and problems, and influ-
cnce being the impact on the
organization, its structure, prac-
tices and performance.

Gabarro’s research identificd a
series of five predictable stages
through which all new mana-
gers pass, albeit highly indi-
vidualistic and situationally de-
pendent. The five stages are:
Taking Hold, a period of orien-
tational and cvaluative leam-
ing and corrective action, Im-
mersion, a period of relatively
little ¢hange but more reiicc-
tive and penetrating learning;
Reshaping, a period a major
change acting on the under-

please turn to page 6



From the Editor

This is a new year for InULA
and the fnnuendo. Since this is
our annual “membership” is-
sue we have included informa-
tion about InUJLA, its purpose,
its officers, the Research In-
centive Fund, and InULA’s
new logo.

James Neal, who began as Dean
of the Indiana University Li-

by Rebecca Cape

brarics on September 1, agreed
to write the fcaturc article for
this issuc. The topic he chose,
Models of Leadership Change,
is a most timely onc.

InULA commitiees are now in
the process of being organized
s0 il you would like to serve on
the Publications Commitlee
please fet me know. If you

Research Incentive Fund

The InULA Rescarch Incentive
Fund is intended to encourage
and support rescarch by pro-
viding funding for rescarch
projects of any size or scope.
Because it is often difficult for
beginning rescarchers to obtain
rescarch grants, project propos-
als submitted by unicnured li-
brarians will receive lop prior-
ity. Howcever, all requests will
be considered.

This award is to be used for
support in the following cate-
£OMCs:

1. Sced support of resecarch
and rescarch-related activi-
ties used to develop alarger
rescarch proposal.

Funds for rescarch cquip-

ment or materials,

3. Travel to support the re-
scarch project.

4, Publication subsidies.

5. Other needs not defined
above, including copying,
scerctarial services, prepa-
ration of graphics for pub-
lications, computing serv-
ices, ILL costs, postage,
telephone, etc.
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have an idea for an article,
whether you want to write it or
not, send it along to me. If you
like what we're doing, and per-
haps morc importantly, il you
don’t likc somcthing, let us
know about it.

{Rebecca Cape Is Assistant
Curator of Manuscripts, Lilly
Library, IUV-Bloomington)

Any regularmemberol InULA
is ¢ligible to apply by filling
out the InULA Rescarch Incen-
live Tund application form
available from the President of
InULLA. Awards arc available
each quarter, and the deadlines
for application for cach quarter
arc August 31, November 30,
February 28, and May 31.



Notes from InULA

On behalf of the InULA Ex-
ccutive Board and the Asso-
ciation Members, I wish to wel-
come Dean James Ncal to In-
diana Universily Libraries and
InULA. 1 also wish 10 wel-
come other new members.

With the beginning of a new
academic year, Library admini-
stration, and Board, this may
he the year for InULA 10 re-
flect on its goals and the diree-
tion it needs to take to achicve
them. Because we will soon
have the results of the recent
membership survey, it may
henefit us to pause and reflect
on the organization’s goals and
abjectives.

This survey will offer the Ex-
ccutive Board some guidance
and insight into the expecta-
tions you, the members, have
in InULA. It should also as-
sist the Board in formulating
new goals and objectives for
the organization. For InULA
10 be a beneficial organization
it should support the needs of
the librarians of Indiana Uni-
versity Librarics. Beyond the
announccments of the rescarch
grants and the publication of
the fnnuendo, the visibility of
InULA is almost non-existent.

by Rosann Auchstetter

I{ InULA has an important part
in the professional development
of Indiana Universily librari-
ans, it is not readily apparent.
InULA needs 10 become more
visible. To become more vis-
ible, we as a group need to
have more clearly developed
goals.

In the past the direction ol

InULA has reflected the inter-
ests and needs of the members.
These needs and interests have
changed over the years. To-

day the direction and goals of

InULA may not be as clear as
they once were. The most vi-
able role of InULA  today
scems to relate o supporting
rescarch and  devclopment.
The scholarship and the grants
InULLA ollers supporting the
research of members are highly
valued. However, for the or-
ganization to support the re-
search grant programs, we need
10 have committed and active
members.

Historically we have relicd on
the efforts of a lew, the annual
National Library Week Book
Sale, and the InULA Auction
o suppor the activities of the
organization from one ycar 10
the next, If supporting rescarch
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projecls is the single most
important role of InULA, the
Exccutive Board must review
how 10 guaranice the continu-
ation of thesc programs. We
as members must become more
active in fund raising so this
support can be continued.

ALA has bcgun to recognize
the importani role of organiza-
tions such as InULA. At the
1989 Annual Meeting, the
Board of ACRIL. voted unani-
mously lor the creation of the
Academic Librarians Associa-
tion Discussion  Group
(ALIAS).,  Sylvia Burbach
(TU-B) is serving as the chair
of the group and is planning
the midwinter meeting in Chi-
cago, 1990,

Another indication of the ex-
panding impornance of INULA
for IU librarians is the steadily
growing number of mcmbers
from all IU campuses. Elected
olficers and chairs of commait-
lees are no  longer from only
the Bloominglon campus. This
is a reflection that InULA s
no fonger viewed as an organi-
zation only for Bloomington
campus librarians.

please turn 1o page 4



InULA:

Indiana University Librarians Association

InULA was founded in the
1960s to cnable librarians in
the Indiana University system
to work togcther to gain rccog-
nition for their professional
work and 1o obtain faculty
status within the University. It
continucs today with two pur-
poscs: to promote excellence
in library service and to pro-
vide opportunitics for continu-
ing education and professional
growth for library ecmployees.
To accomplish these purposes,
InULA sponsors programs and
workshops, publishes a news-
lctter, the fnauendo, provides
Rescarch Incentive Funds to
support the scholarly rescarch

of its members, awards schol-
arships, and sponsors an annual
National Library Week Book
Sale. All of the work of the or-
ganization is done by volun-
teer members.

InULA has six regular commit-
tecs. The Continuing Fduca-
tion Commitlee sponsors 4
workshop cach year; the Publi-
cations Committee cdits and
publishes the [nnuendo; the
Constitution Committce re-
vicws the constitution and by-
laws as necessary; and the Pro-
gram and Social Committce
plans the programs and social
activitics of InUILLA, such as the

Notes from InULA

-continled from page 3

I would like to hear from you,
thc members, throughout the
year, linvitc your opinions on
the role and on the various ac-
tivities of InULA. T hope there
will be a feeling of openness
between the Executive Board
and the members so ideas can
be communicated. Without
hearing from you, the members,
the Beard operates in a vac-

uum. InULA is nothing with-
out your support and willing-
ness to participate in the
organization’s activitics
whether they be by serving on
commillces, writing articles for
the Innuendo, or by atlending
meetings and workshops.
Make it something by becom-
ing an active member in 1989-
1990,

{Rosann Auchstetter is Assis-
tant Art Librarian, Fine Arty
Library, IU-Bloomington)
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annual auction. There arc two
committecs associated with Na-
tional Library Week: the Book
Sale Committee coordinates the
annual book sale and the Spe-
cial Events Commitice plans
and coordinates other National
Library Week activities.

Anyonc can hecome a member
and serve on a commitice.
Library faculty members are
cligible 10 be voting members,
Anyong clse interested in the
purposcs of the organization is
wcelcome 1o become a “Friend.”
A membership form is avail-
ablc in this issuc of the fnau-
endo.

The InULA Innuendois a publi-
cation of the Indiana University
Librarian's Association. Imag-
esetting prepared by Don Nis-
sen, Jeftrey Road Design. Pha-
toreproduction by Gourthouse
Square Quickprint, Biooming-
ton, IN. Letters and comments
should be addressedto Rebecca
Cape, Lilly Library, Blooming-
ton, Indiana 47405, or VAX
GOLD: GIBSON.




New logo for InULA

Indiana University

[ffula

Librarians Association

InULA now has a new
logo, thanks to a contest spon-
sorecd by the Publicalions
Committee. Maudine Wil-
liams, Publications Committee
mecmber, and Rosann Auch-
stetter, Board member, were
asked to be in charge of this
project.

Announcements of the logo
competition were distributed in
the School of Finc Aris/Bloom-
ington and the Herron School
of Art/IUPUL. They were also
sent to all InULA members and
to appropriate people on the
Regional Campuses. Prospec-
tive designers were given a
bricf historical sketchof InULA
and cxamples of our current
publicalions. They were in-
structed o embody the concepts
of librarians and 1.U. in their
design, to consider ease of re-
production reduction/enlarge-
mcnt, and to present it in ¢am-

by Maudine Williams

cra-rcady format. The creator
of the winning design would
be awarded $100.00.

As a result of this elfort, four
individuals submitted a total of
six designs. At the regular
Board Meccting of May 23,
1989, these were critiqued; with
onc submitted by Tom Dough-
crty of Bloomington being se-
lected as the winning cntry.

-

The design can be enhanced by
incorporating the color red for
us¢ on stationary and certain
publications. The first time this
new logo was used was on the
announcement for the InULA
picnic to meet Dean James
Neal.

(Maudine Williams is Head of
the Herron School of Art Li-
brary)

President:
Rosann Auchstetier

Vice-President:
Gabrielle Carr

Secretary:
Marianne Mason

New InULA Officers

Treasurer:
Mary Bopp

Representatives At
Large:
Marie Wright
Joanne Switzer
Kris Brancolini




Models of Change

continued from page |

cured; Consolidation; and Re-
fincment. Progression through
these stages typically takes
2 1/2 - 3 ycars.

Failure to take charge success-
fully, according to Gabarro, can
be attributed 1o a lack of prior
relevant experience and Lo poor
working relationships with key
people both inside and outside
the organization. Success is a
result of three essential abili-
ties: 10 assess the organization
and diagnose critical problems,
10 build a management tcam
focused on a set of shared cx-
pectations, and 10 bring about
timely changes that address or-
ganizational problems and op-
portunitics,

Thomas Gilmorce takes a more
comprchensive view of leader-
ship change, focusing as wcll
on the “reality of leadership
tumover” and the key steps in
replacing managers.  He cites
the parable of the blind men
trying 1o describe an elephant:
one feels the trunk and says
that an clepbant is hike a snake,
another feels a leg and declares
an clephant is like a tree, and
so on. Similarly, the various
participants in a leadership tran-

sition have different vantage
points and thus dramatically
different pereeptions.

“..first impressions
powerfully shape
key working
relationships...”

L

Based upon his rescarch,

Gilmore proposcs a serics of

guidelines for the new manager.
B¢ aware that {irst impressions
power{ully shape key working
relationships and that during the
first few months, “trivial issucs
will be spun into theories.”
New mansigers inevitably lind
a bottleneck ol issues wailing
for their attention, and the ap-
propriale response 18 a betier
pattern of delegation. A major
challenge will be the immedi-
ate choice aboul the relative
time and atiention to be devoted
to nternal versus external is-
sues. A focus on a “‘change

agenda™ followed by construc-
tive input from the siaff should
not be allowed 10 set in molion
a paltern of perceived stalf re-
sistance and managenal disap-
pointment  which can only
isolatc the manager and encour-
age “lonc ranger” stralegics.
Successful leadersset a direc-
tion, build the dircclion into the
structure and the people, regu-
late conflicts, and manage the
changes neccssary to imple-
ment new directions without
provoking anxictics about ag-
gression and control.

What distinguishes this new
writing on leadership change
from the “pop and pap” of the
management literature? 11 is
the research base upon which it
is being constructed and the
sensitivity 1o the complexity of
the issucs being explored. The
dynamics of leadership change
in large research libraries com-
mand our attention and it is
gncouraging that a timely and
insightful body of new infor-
mation is available to help
understand  and evaluate the
process.

(James G. Neal is Dean of the
Indiana University Libraries)



You are Invited to become a member of InULA
The Indiana University Librarlans Association

as a Hhrary jaculty member an any 94U campus. One year free
membership is offered to all news faculty appointed after May 1.

membership roster.
JASSOCAA TE membership ts auailable to all ather librarlans, retired lbrary
faculty, and SLAS faculty.
FROENDS membership {s available to all athers who would like to support
@ InUL A and its purposes.

@ REGULAR membership is available to any person who holds an appointment @

New Library Faeulty must send in this form to ke added to the

&

Mall check and completed form to: Mary Bapp, InULA Treasurer

UGLS
Main Likrary wi2l
Dloomington
Type of Membership:
—Regular ($10) —Associate ($6)
——Regular, New (free) —3rlend (83
Committee Tnterests:
—Constitution ——Continuing Edueation
—Baok Sale ——MNational Library “Week Special Events
——Program & Social ——Publications
—Ad Hoc
——Jwould be interested in chairing an IMULA commitiee
(regular members only)
Name:
Library address:
Telephone (ndicate office or home):

Status(library faculty, support staff member, SLAS student):




