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Abstract 

Since the 1970s the traditional branch system of library organization has been 

largely superseded by team librarianship, an organizational structure based on the 

premise that teamwork improves both organizational effectiveness and individual job 

satisfaction. Taking a broad, evaluative approach, this dissertation examines the 

theoretical basis of team librarianship as explicated in the professional literature, and 

aims to determine the prevalence and experience of team structures in public libraries; 

firstly through a small-scale survey sent to library authorities in Central England, and 

secondly, through interviews with senior management of three key team systems -

Leicestershire, Lincolnshire, and Derby. The attitudes of professional, paraprofessional, 

and support staff towards teamworking were determined through an attitude survey and 

semi-structured interviews conducted in four library authorities. 

Drawing upon theories of group dynamics, this study concludes that 

teamworking as an organizational strategy for libraries is a positive development, which 

has allowed greater emphasis to be given to community librarianship, professionalism, 

and the potential of support staff. But in an increasingly restrictive external 

environment, the damaging process of organizational change, the disintegration of the 

relationship between professional and non-professional staff, and the lack of a career 

structure have undermined the team philosophy, creating a damaging fragmentation of 

roles and an ascendent cultural hierarchy. Librarians' initial fears that team librarianship 

sounded the death-knell for professionalism in financially-stretched library service is 

examined and revealed as an unlikely scenario, but a professional elitism highlighted by 

the original research is identified as disruptive to the whole-staff team. The future 

organizational structure for libraries should: 

(a) facilitate the progression of paraprofessional staff to the level of professional 

librarian, by a programme of in-service training and education; 

(b) re-design teamworking as a whole-service strategy, with integrated teams of 

assistants and librarians. 
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1 . Introduction 

1.1 Aims and Objectives 

Since the 1970s the traditional branch system of library organization has been 

largely superseded by "team librarianship", an organizational structure based on the 

premise that teamwork improves both organizational effectiveness and individual job 

satisfaction. This study will examine the theory and development of team librarianship 

as an organizational strategy, and attempt to determine the likely future development of 

team librarianship within the pu blic library service. The specific aims and objectives are: 

• To collate and evaluate theories supporting or rejecting team 

librarianship and other relevant topics. 

group dynamics; 

paraprofessionals and support staff; 

professionalism. 

• To determine how widely team librarianship has permeated public 

library organization in England. 

how library authorities define their organizational structure; 

levels of satisfaction with organizational structures; 

the major advantages and disadvantages of specific structures; 

future structural plans; 

the specifics of staff establishments in the current structure. 

• To determine senior management's assessment of team structures. 

why team structures were implemented; 

their experience of team structures; 

their future plans or vision for team structures. 
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• To determine how library staff, both professional and non-professional, 

have responded to team librarianship. 

during the period of implementation; 

relationships within teams; 

relationships between librarians and library assistants; 

the future plans and job satisfaction of individuals. 

• To determine whether team librarianship makes the professional 

librarian a redundant figure in tomorrow's libraries. 

how team librarianship has affected the position of librarians within the 

public library service; 

examination of the concept of professionalism; 

whether it is likely or desirable that librarians will be superseded by 

library assistants; 

the potential of para professionals for promotion. 

1.2 Traditional Library Organization 

In the light of current financial burdens now faced by the public library service 

in Britain, it seems quite ironic that the post-war period of economic stringency did not 

have a more detrimental effect on the fledgling public library service than it did; indeed, 

the period from the end of the Second World War to the 1970s was essentially an era of 

expansion for public libraries. The library historian Thomas Kelly (1973,351) notes 

that in the period 1939 to 1949, the number of service points rose from 18,000 to 

23,000, registered borrowers increased by over 3,000,000, issues rose by twenty-six 

percent and library expenditure had more than doubled. The 1950s were characterized 

as a period of "reorganization and reconstruction" (Kelly 1973, 351) as libraries strove 

to attain the foundations of a national standard for library provision and organization 

laid down by the McColvin Repon of 1942. During the 1960s, the Public Libraries and 

Museums Act (1964) and the Local Government Act (1966) upgraded the standards 

and the status of the library service by defining public libraries' purpose and remit and 

making government funds available for service investment. By 1965, the number of 

branch libraries had almost tripled (from 574 to 1514), and the number of mobile 

libraries had risen to 315, from a mere six in 1946 (Kelly 1973, 364). 
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The branch library that so evolved has become regarded as the "traditional" 

library organizational system, although it remains a relatively modem development. 

Essentially, libraries were arranged in geographical groups within their county, 

responsible to a county headquarters with a management hierarchy of specialist 

librarians. Each library had its own librarian, who was in charge of all activity within 

that branch. The professional skills required of the traditional branch librarian included 

to a large extent also managerial and clerical skills and duties, such as responsibility for 

the appointment, training, and supervision of staff, the security and maintenance of the 

library building, and even time-sheets and rotas. 

The branch system of library organization necessitated a particular type of 

librarian to operate comfortably within its confines. Librarians were defined (and 

defined themselves) with reference to the individual library buildings in which they 

worked; the satisfaction of being a branch librarian came from this sense of 

responsibility for and authority within a specific part of the whole service. This sense of 

belonging, of owning specific territory, was not only a motivating factor for all the 

library staff, but also encouraged a clear delineation of roles and responsibilities and 

clear lines of communication and command throughout the library. It also extended 

outwards into the community, as the librarian maintained close contact with library users 

and community figures, and they in turn had an identifiable focal figure to represent 

their library service. 

Gradually however, as the need for organizational effectiveness in an 

increasingly competitive environment became an important concern in both the private 

and public sectors, the study of organizational structures gained credence, and the 

branch structure of the library service came under scrutiny from its senior management. 

The branch library was perceived as essentially a "microcosm" (Barlow 1989, 101) of 

the entire library service; a stratified arrangement of staff based on narrowly defined and 

rigid conceptions of roles and responsibilities. This cumbersome hierarchy of 

professional and non-profes~ional staff, combined with a poor career structure, tended 

to produce a bureaucracy that stifled innovation and was slow to respond to change, and 

communication, due to the number of strata it had to permeate, could falter (Bluck 1996, 

2). Combined with the increasing emphasis on community librarianship, which 

encouraged librarians to assume an active role in serving community needs beyond the 

library's walls, the move away from traditional hierarchies demanded a new 

organizational structure to improve the effectiveness of the public library service. 
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1.3 The Team Alternative 

Management thinking of the 1960s and 1970s gave birth to a new organizational 

structure, which was based upon the principle of teamworking as a strategy to maximize 

service delivery and quality. Team librarianship can be defined as the organization of 

professional staff into teams - both specialist functional teams, dealing with specific 

services (such as children's work) across the whole county; and generalist geographical 

teams, dealing with all aspects of the service delivered within a specific area of that 

county. It is based on the belief that people can achieve more by working as part of a 

coordinated tearn than by working as isolated individuals, as they had frequently done in 

the branch system; and in a further departure from the traditional "building-based 

identity" (Fisher 1990, 29) of branch librarianship, librarians would be employed on a 

peripatetic basis, serving several libraries. To facilitate this, non-qualified library 

assistants, termed paraprofessionals, would take over their managerial and clerical 

responsibility for individual libraries, providing paraprofessionals with a career 

structure, in which they can progress to Senior Library Assistant or Library Manager I 
Supervisor. This arrangement allows librarians to concentrate on professional library 

work rather than being tied down by administrative responsibilities. 

The emphasis in a team structure is on forming relationships with the 

community, creating a library service that is not limited to a building but that becomes a 

dynamic form of community involvement, targeting potential and non-users as well as 

established users. Through teams, library authorities have the flexibility to decide 

priorities and take a task-orientated stance, planning projects and enabling the 

continuing development of the library service. The philosophy of team librarianship 

was summed up neatly by Geoffrey Smith, the pioneer of teams in Leicestershire 

Library Service; 

Team management involves getting the best out of the team members in 

achieving our objectives, to provide job satisfaction and an incentive to 

excel'! 

1 Smith, Geoffrey. Professional Services Team Operation. 6 December 1971, Leicestershire County Library, 

unpublished. 
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2 : Methodology 

2.1 Preliminary Research 

To define the scope of this study, a literature review was conducted, and 

themes identified for further research. Among the recurrent themes judged to be 

important were group dynamics and organizational psychology; professionalism, 

paraprofessionalism, and non-professional staff; and the management of change. 

Secondly, a small scale organizational structures survey was conducted 

amongst library authorities in Central England (see Appendix 1), to detennine the extent 

of team-based structures and how they perform in practice. Eighteen out of twenty-six 

surveys were completed and returned, constituting a response rate of 69%; such a survey 

cannot be but indicative of national trends, but it does highlight recurrent concerns 

worthy of further investigation and clarification. 

2.2 Interviews and Attitude Survey 

Semi-stnictured interviews were arranged with several senior management 

figures, chosen for their authorities' current experience of team librarianship. Questions 

were devised on the basis of the responses to the organizational structures questionnaire, 

and the objectives of the study, but necessarily varied between individual interviewees 

(see Appendix 2). Each authority considered in this section was chosen for its own 

specific perspective on the team approach: Leicestershire is widely regarded as the 

model of the team librarianship concept, inaugurated in the 1960s; Lincolnshire has 

relatively recently restructured from the traditional branch structure to a team system; 

and Derby, as a new unitary authority which has only been operational for three months 

at the time of the primary research, has inherited a team structure from its parent county 

authority, Derbyshire. Each authority can therefore be considered to have a very 

different experience of team librarianship from which its perspective can be studied -

respectively, Mature, Evolving, and Emergent. In addition, as Leicestershire is 

particularly known for its experiments in team librarianship, a historical approach was 

adopted to trace the development of management thinking on the team concept, with 

three directors, including the present director, agreeing to be interviewed. 
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In order to determine attitudes towards teamworking and the success of its 

promised benefits, a small-scale attitude survey was conducted in two county library 

authorities in Central England (see Appendix 3). Twenty-six out of fifty randomly 

distributed surveys were completed and returned, constituting a response rate of 52%; 

again, such a survey can only be indicative of potential pitfalls in the team structure and 

is not to be taken as representative of the team experience. 

Respondents were asked to record their immediate reaction, based on their 

personal experience, to a series of sixty-eight positive or negative statements on a Likert 

scale of 1-5, (strongly agree to strongly disagree). Such a survey can provide a valuable 

insight into current attitudes and tensions amongst different groups of staff, but in the 

analysis of results from any Likert scale survey, it is important to remember that the 

quantitative data obtained should be regarded with a small amount of caution. There are 

various factors which should be taken into consideration; 

• not all respondents will have the requisite knowledge or experience to answer all 

the questions; 

• the repetitive nature of the survey may encourage respondents to complete it 

quickly, increasing the risk that statements may be misinterpreted and responses 

indicated either randomly or mistakenly; 

• responses may be influenced by factors outside the sUlvey's control, ego current 

issues or pressures in the workplace or on an individual, the time, place and 

circumstances in which it is completed, peer pressure, etc; 

• responses may not be based on actual experience but on preconceived or 

common ideas; 

• the neutral (neither agree nor disagree) position may be indicated for a variety of 

reasons, ego inadequate knowledge, political "no comment", variability of 

response due to context of statement, etc. 

Despite these difficulties the survey is useful for suggesting possible areas of 

concern and areas where the team ideals are being achieved. The survey did reveal 

consistency between the responses of various groups of staff, highlighting specific 

issues which will consequently be addressed in chapter five. Because of the size of the 

survey and the response rate however, complex statistical analysis of the results for each 

statement was considered inappropriate; also because of the limited size of the survey 
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sample results, the library authorities concerned are not identified nor compared with 

each other, as the results of such an exercise would be misleading under the 

circumstances. 

In addition, the quantitative data obtained from the survey was elucidated by 

annotated comments, and by interviews conducted with various staff members in two 

further authorities (see Appendix 4). A cross-section of staff were interviewed from 

each authority, from senior librarians to part-time library assistants. The question of 

whether librarians were likely to be replaced by library assistants was posed to all 

participants in the interviews and opinion survey; and the conclusions based on the 

collation of evidence from senior management, library staff and critics of team 

librarianship. 

2.3 Definition of Relevant Terms 

• Matrix structure 

The term matrix structure is often used interchangeably with team structure; a matrix is 

a system of teams whereby an individual is a member of more than one team and often 

responsible to more than one line manager. Where librarians are members of both a 

functional and geographical team, this can loosely be described as a matrix structure. 

Alison Luke explained matrix management, as applied in Cambridgeshire's public 

library service; 

What matrix management does is to push the principle of teams a 

little further and to say that an individual interacts with many 

different people at different levels and in different roles during a 

working day and that it is possible, even desirable, that these 

several areas or types of responsibility and contact should formally 

be written into the organization's slructure ... (Luke 1984,29-30) 

For the purposes of this study, the term matrix will follow the general trend of 

library literature and be essentially synonymous with team. 

• Para professional 

Paraprofessionals are usually library assistants who have no professional library 

qualification (although they may have S/NVQs or BTECs in library work, or 

qualifications in management, etc), who have been deployed in a middle-tier of 

library hierarchy with supervisory responsibility over other assistants and the library 

building, as Senior Library Assistants or Library Managers. Their duties are 

primarily administrative, although in some systems they do have input into 
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"professional" activities such as stock selection, reference work, and planning 

services. There are a variety of terms used for this category of staff, such as 

assistant librarian, library technician and support staff, although paraprofessional is 

the generic term officially adopted by the Library Association. Anne Goulding 

encapsulated their importance within the library organization; 

The first-line supervisor's role is of vital organizational imponance. 

These employees are a key resource with a definite and critical role 

to play in the workplace, developing and training those under their 

control and translating management's plans and policies into action. 

They are uniquely located at the interface of management control 

and operational level. where management's plans are implemented. 

Paraprofessionals also play an important role in communication. 

often have responsibility for decision-making delegated from 

management. and have a crucial co-ordinating function in teams. 

(Goulding 1996. 28) 

• Support Staff 

What to term the library assistant strata has been the subject of much controversy in 

library debate; the terms "library assistant" and "support staff" are generally the 

preferred term, as against "non-professional" which implies unskilled, and is 

generally avoided. Where possible, the positive terms have been used in this study, 

but in discussing the relationship between support staff and professional librarians, 

it has occasionally been necessary to stress the division caused by such 

nomenclature. The use of the term should not therefore be assumed to indicate an 

endorsement of this division, or of the perception that assistants' work is unskilled 

and of little value. Additionally, the term "support staff" excludes 

paraprofessionals, whose perspectives and concerns are considered separately. 

• Participation 

Based on the premise that employees desire fulfilling work lives and that 

management has a duty to foster the satisfaction of their workforce, not only for 

individual mental health but also for the corresponding benefits to the organization, 

participation is a management strategy which aims to give employees a measure of 

involvement in the decisions and discussions made in the organization and some 

control over their own employment futures. The application of panicipation varies 

greatly, but it is important that employees believe in the integrity of such a policy for 

it to have any beneficial effect, as participative policy without participative practice is 

detrimental to the organizational culture (Baker 1989,58). In a basic participative 

organization, employees are consulted about any proposed changes or developments 
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beforehand and encouraged to offer their opinion, which should be integrated into 

management's final decision. 

• Hierarchy 

A hierarchy is an multi-layered arrangement of individuals (within an organization) 

along vertical lines of status, position, and value. Power, information and rewards in 

a hierarchy are distributed unevenly according to the structural specification of 

individuals' roles. Hierarchies can also be cultural as well as structural, based on 

social perceptions of value and influence. In recent years, hierarchies have become 

an unfashionable system of organization, seen as inhibiting communication, 

innovation, and flexibility, as well as being contrary to the social movement towards 

egalitarianism. 

2.4 Bibliographical Citation 

The study uses the Harvard system of bibliographic citation; however, where 

there are direct quotes from individuals who participated in the senior management 

interviews, these will be attributed by name and affiliation at the end of the quote; 

likewise, quotes from the staff interviews and attitude survey will be attributed by the 

individual's job title, and whether the information came from the surveyor an 

interview. Interview quotes incorporated into the running order of the text will be 

cited in footnotes, as specified by the Harvard system. 
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3 : Debating Team Librarianship: 

Literature Review 

3.1 Team Literature 

Investigating the theory and development of team librarianship, it soon becomes 

clear that, possessing a body of literature that is already "sparse, fragmented and fairly 

limited in scope" (Fisher 1990, 22), it is also plagued by an extreme polarization in the 

viewpoints of its critics. A contentious issue since its inception in the 1960s, team 

librarianship is regarded as either the organizational strategy with the power to 

transform the library service (Hinks 1977; Maddock 1987; Smith 1991) or that which 

threatens to disrupt or even destroy it (Fisher 1990). This chapter will attempt to define 

and assess the advantages and problems both foreseen and experienced with team 

structures. 

Descriptive accounts of team structures tend to concentrate on the benefits of 

such systems for individual authorities; John Hinks (1977, 67) stresses that his 

description of Leicestershire's team-based organization structure should not be taken as 

a blueprint for other authorities, where priorities and circumstances will necessarily be 

different. His article has however become required reading for those dabbling in 

organizational team design, partly due to the fact that Leicestershire is often regarded as 

the birthplace of team librarianship ideals, and partly because, until recently, little else of 

an explanatory nature has been available. Hinks identifies the principle of the 

Leicestershire structure as the maximum exploitation of professional potential, achieved 

via a matrix management structure, which deploys professional staff in both 

geographical (Area) teams and specialist teams. The specialist teams are intended to 

cover whole county responsibilities, but are necessarily a secondary responsibility. 

Additionally, there is a division between professional duties and non-professional duties, 

meaning that the library itself is effectively run by non'professional staff and the 

librarians are freed from the "seductive tyranny" (Major & Judd 1979, 1) of overdue 

circulars and blocked drains (Hinks 1977, 84) to pursue community and specialist 

work. Hinks' description of a team approach has been widely cited in the literature of 
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team librarianship (Fisher 1990; Major 1979; Barlow 1989), and other approaches 

would appear to be merely variations on a theme; Alison Luke (1984, 49) in her study of 

Cambridgeshire's management style describes a matrix approach similar to that of 

Leicestershire, with professional staff forming an "interlocking" structure of specialist 

and generalist teams in order to maximize the communication flow within the county. 

George Maddock's 1987 article describing the team system in Tarneside relates how the 

team approach was considered a suitable option for a newly-fonned authority facing 

political changes and considerable difficulties in service provision. 

However, it would appear that whether a feature of team librarianship is an 

advantage or a disadvantage is simply a matter of interpretation. While a balanced 

approach is attempted in Ralph Major's (1979) article, in which he weighs up both the 

pros and cons of team librarianship and concludes that any structure should only be 

employed as a means of providing a better service to the customers, other writers take a 

more openly hostile approach. Shelagh Fisher's article of 1990, whilst purporting to be 

a defence of the traditional branch library system, is more accurately a scathing attack on 

the team structure. Based on the research for her MPhil thesis, it is a convincing 

prosecution case, although responded to with vigour by John Smith and Susan 

Houghton (1990) from the Cumbria team system. Major and Judd's (1979) anthology 

of lectures contains a variety of opinions on team librarianship; including J.D. Hendry 

(1979, 18), who, while lambasting the idea of "branch" libraries - "Branches are for 

monkeys to swing on" - also condemns the team system, arguing that both structures 

need to focus on creating a meaningful relationship with the communities they serve. 

The major study of the team system to date is that conducted by Richard Barlow 

for his PhD thesis and published as Team Librarianship: The advent of public library 

team structures in 1989. This study will not attempt to duplicate Barlow's detailed 

historical analysis, which charts the development of team structures in Leicestershire, 

Cambridgeshire and Surrey, but it is important to reiterate some of Barlow's findings as 

they form the background to this analysis of team structure effectiveness. Barlow found 

that; 

• library authorities adopted team structures in response to local as well as 

national circumstances, and therefore team librarianship differed in its definition 

and application across counties (1989, 53); 
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• library authorities did not completely cast off old organizational structures but 

often unwittingly or intentionally operated dual structures, retaining elements of 

hierarchical organization (1989, 46, 67); 

• both the operation of dual structures and the inevitable destabilizing effects of 

change produced conflict with the organization (1989,70,99); 

• organizations in conflict have a tendency to revert to previous hierarchical 

structures in response to external pressure such as budget cuts (1989, 120-3, 

127-9, l34-8). 

What Barlow (1989,128,141, 143) describes is the simultaneous development 

and subversion of team structures - the curtailment of a commitment to designing a 

more dynamic and flexible structure in the face of political and economic pressures. But 

this apparent contradiction - a structure supposedly flexible to adapt to change yet which 

appears to unravel at times of stress - can be explained by an examination of 

organizational culture and its interrelationship with structural development. Drawing on 

contemporary organization theory, Barlow (1989, 153) concludes that it is the 

relationship between culture and structure that determines the effectiveness of an 

organization; if there is tension or conflict between the values of an organization and the 

structure being imposed upon it, then full commitment to structural development will not 

be forthcoming and ideals will be compromised (1989, 9, 69-70, 99). The need is for a 

"structural-cultural unity" (1989,154) which combines the full commitment of the staff 

to a compatible structural process, informed at every stage by effective communication. 

Barlow's account does not pass judgement on the success or desirability of team 

librarianship structures; but in his final conclusion that such an experiment had been 

compromised (in the authorities studied) by neglecting to plan for and adapt to the 

effects of organizational culture, he identifies the roots of the controversy inherent in a 

team approach. Teamwork is about people, and the relationships between people -

fostering an environment conducive to change means not only designing a flexible 

organizational framework, but also taking into account the attitudes and needs of its 

staff, on whom its effectiveness depends. 

When the literature of team librarianship first began to appear in the 1970s, little 

attention was paid to the effects of organizational culture and group behaviour. Recently 
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however, there has been an increasing awareness of interpersonal relationships in the 

workplace and their effects on organizational effectiveness. The British Library 

Research and Innovation Centre is funding Leeds Metropolitan University to undertake 

an investigation into the team training needs of staff in public and academic libraries 

(Hall 1997, 11-12). And the training needs of staff during restructuring to a team 

approach was addressed in Robert Bluck's (1996) Team Management, a timely and 

important contribution to team librarianship literature. Bluck not only defines the 

advantages and problems of team librarianship as regards psychosocial effects, but 

outlines strategies for library management to overcome resistance and promote 

commitment Like Barlow, he recommends a holistic approach, and emphasises the need 

for effective and participative communication throughout the organization. 

Team management needs to be a service-wide approach, and should not 

be introduced in one area or for a single group of staff. Instead it should 

begin to permeate the whole culture of the organization, from accepting 

new members into a team to responding to the changing needs of library 

users. (Bluck 1996,7). 

Examining the arguments against team librarianship highlighted in the literature, 

the symbiotic relationship of structure and culture is evident. It also becomes clear that 

every argument advanced in favour of team librarianship has been refuted with equal 

enthusiasm from its antagonists; these arguments can be grouped together under six 

general concepts, which will now be examined. 

3.2 Time and Skill Management 

The primary reason cited for converting to a team librarianship structure is that it 

is designed to utilize professional time and skills more effectively; it is perceived 

that professional staff waste too much time performing duties that could easily be 

performed by a non-professional member of staff. 

I have come to the conclusion that libraries run a great deal more 

smoothly by having a good non-professional in charge than is the case 

with professional staff, who do not like doing it in any case. 

(Feathers tone 1979, 7) 

Removing clerical and routine duties from the professional's working day would free 

them to concentrate on purely professional matters such as community and bookstock 

13 



work, thus assisting the development, rather than simply the maintenance, of the library 

service. 

Such a reorientation of professional responsibilities will create a demand for 

librarians who possess a strong sense of professionalism, being committed, innovative 

individuals with excellent communication skills. With librarianship becoming a wholly 

graduate profession (after the introduction of pre-entry qualifications for library schools 

in 1964), Luke (\984, 29) asserts that there existed a pool of such librarians who were 

wasted on the routine tasks of the branch library, while team librarianship "has the 

means of harnessing this enthusiasm and talent and of using it to full mutual benefit". 

And as library education responds to the demands of the new librarianship, the 

philosophies and values of teamworking will doubtless be consolidated by the entrance 

of such graduates into the profession; 

Branch librarianship ... is not for graduate professionals with ability and 

social visions. But we need librarians who have social and individual 

visions for our society and who can interpret society's aims into 

panicular actions. (Smith and Houghton 1991, 53) 

That team librarianship requires a different set of skills from those traditionally 

required of librarians is to the advantage of the service, which should become more 

dynamic and responsive as a result of a transformed service ethic. However, the 

existing branch librarians cannot be sacked to make way for new team-orientated staff, 

but their traditional attitudes and values must be changed to encompass this new way of 

working. This cannot be accomplished overnight nor without considerable expertise 

and effort; for the staff who are comfortable in the old system, the team structure may 

appear threatening, undermining traditional responsibilities and relationships. There is 

also the risk of a clash between the ideals of the new breed of librarians and those of the 

old style, branch librarians. Team librarianship may therefore encounter considerable 

resistance. 

Even if team librarianship is implemented with the full cooperation of the staff, 

there are still problems with reorganising responsibilities. In a matrix structure, where a 

librarian has both generalist and specialist responsibilities in different teams, conflict 

may arise between these two roles as regards time and interests, and as a result 

individuals may experience "a reduced level of motivation and a feeling of general 

confusion about objectives and priorities" (Hinks 1977,70). Effective communication 
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and time management can help resolve such problems, but it is a specific fault in the 

team design (Hinks 1977, 78). 

Further to this concern is that with so many professional duties to perform, and 

with support staff taking over the administration of the library, professional staff will 

lack supervisory experience over other staff; Fisher (1990, 29) asserts that the lack of 

such experience may prejudice individuals' job prospects when they move to a system 

that operates a different structure, as well as having a disorientating effect on 

professionals who have previously had supervisory responsibilities. 

3.3 Support Staff 

The second major advantage claimed for the team structure is that it increases 

the job content for support staff, providing a paraprofessional career structure 

for those employees who desire responsibility within the library service but do not wish 

to or are not able to become professionally qualified librarians. Paraprofessionals take 

over the administration of the library and assume line management responsibility, 

allowing library assistants to progress to the level of managers, often on a professional 

salary scale. This improves what has traditionally been regarded as a "dead-end" job, 

increasing job motivation and satisfaction for paraprofessional staff and hopefully, 

creating a new equality with the professional staff who will be encouraged to no longer 

regard library assistants as people who simply lack the ability to become professionals 

(Russell1985,301). 

However team librarians may feel resentful if non-professional staff, previously 

employed on a much lower scale, are now employed on the same salary scale as a 

professional (Fisher 1990, 25). And for those staff hostile to the idea of teamworking, 

the transfer of routine duties from professional to non-professional staff may leave 

professionals disorientated and resentful; Major (Major & Judd 1979, 1) comments 

that it may leave professionals "bewildered and angry"; and Featherstone repeats this 

perception: 

The initial reaction of the professional team... was one of bewilderment 

because we had cut their umbilicat cord. They no longer had any staff 

to push around; if the roof was leaking it was someone else's 

responsibility; there was very little in the way of actual routine. 

(Featherstone 1979,8) 
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The friction that may be caused by this transfer of duties may actually serve to widen the 

gulf between professional and non-professional staff; Major (1979, 156) argues that the 

lack of contact between professional and support staff may exacerbate divisions, 

creating a gap in the communication chain as each side fulfils its duties without 

reference to the other. This perception warns of a possibility of an emerging caste 

system in libraries, an alternative to the hierarchical divisions of traditional structures; 

Fisher (1990, 29) refers to the creation of a "different, more divisive set of hierarchies". 

A further corollary of this situation is that support staff, who have the most contact with 

the users and are responsible for the day-to-day operation of front-line activities, may 

become possessive of the library and its users, and resentful of professional staff; 

Within the structure one can foresee rivalry between professional and 

clerical staff as the clericals, not surprisingly, begin to assume that the 

library is their building, the readers are their readers, and the 

professional who comes along and sits there two or three hours every 

other day is really an outsider, someone they give lip service to, while 

they themselves get on with the real business of serving the community. 

(Regan 1979,76) 

Jordan (1979, 28) reminds us that users regard the people they see in the library as the 

librarians, and take their expectations of the service from the attitudes of the front-line 

staff; there is a danger that the librarian, in a behind-the-scenes capacity, may become all 

but invisible and by extension, unnecessary, to the library user. The ultimate corollary 

of expanding the opportunities for paraprofessional staff is that if library authorities can 

employ an unqualified person on a lower scale to do the same job as a professionally

qualified librarian, then eventually the librarian will become a redundant figure in 

libraries with managers taking control. 

3.4 Staff Development 

The next major advantage claimed for team librarianship is that it enhances 

personal and professional development by the acquisition of interpersonal 

teamwork skills and the sharing of professional expertise. Luke (1984, 28) refers to the 

flexibility of teams as a means to maximize the sharing of talents and knowledge; and 

Maddock's (1987, 132) description of the Tameside team system emphasizes the 

acquisition of generalist skills, by requiring all staff to participate in special services (eg. 

children's events) in order to learn from each other. Marshall argues that 

16 



There is little doubt, however, that exposure to other people's 

specialism, scepticism, and evaluation is either a demoralisingly 

destructive experience or a stimulating and educative one... A widening 

of any team librarian's knowledge and experience cannot but help the 

user, whether he be adult or child, if that knowledge is fed back into 

the system by improved organizational and task efficiency. (Marshall 

1979,29) 

Robens (1979, 57-8) reassures the reader that this emphasis on sharing specialist 

knowledge is not to denigrate or replace it, but to broaden it, increasing professional 

resources. Smith echoes this emphasis: 

Specialism, as a corporate unit, is at the heart of team librarianship 

because the co-ordinated skills of the whole are greater than the 

individuals working independently and they stretch those individuals 

and develop them ... They recognize that they have something special. 

(Smith and Houghton 1991,50) 

Such a continual learning process for professional staff can increase job motivation and 

satisfaction (Hinks 1977, 71); however Fisher (1990, 25) fears that the emphasis on 

generalist skills will adversely affect the individual's job prospects if attempting to move 

to a specialist service. The danger is that many professionals will also perceive it as an 

attempt to dilute, rather than extend, their specialist skills and responsibilities. 

A further advantage is that professional staff working in teams are not isolated, 

as is the case with the traditional branch structure, but benefit instead from the support 

and feedback provided by their peers. This is especially useful in the case of newly

qualified staff, who can be guided by frequent contact with their established colleagues; 

... the team provides a valuable training ground for newcomers. It meets 

their affiliative and support needs, helps them to discover their role, 

socializes them to the kind of professionalism which the team is 

endeavoring to practise, and offers safe space for individual venture. 

(Jones 1984, 146) 

Onc of the joys and most rewarding aspects of a team system is that 

librarians do not work alone in professional isolation but together, 

sharing ideas and giving each other help and support as necessary. 

(Luke 1984,40) 
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Such a support system offers high motivation factors - it encourages initiative, input into 

decision-making, and the assuming ofresponsibility, ensuring a high standard of work. 

Featherstone (1979, 11) refers to the "greater sense of purpose and involvement" 

garnered by a tearn; Brewer (1979, 42-3) praises the challenging nature oftearnwork, as 

it accords with the notions of job enrichment and enlargement. Smith and Houghton 

(1991, 52) conclude that the quality of professional staff in Cumbria is due to the 

motivating force of teamwork, producing a "high performance level" . 

These are positive factors, but they represent a radical shift away from the 

traditional conception of a librarian. The differentation between professional and non

professional tasks, the reallocation of responsibilities, and the possible submergence of 

the individual within the corporate team may lead to a lack of role definition, meaning 

increased insecurity and conflict. The branch librarian, whose job may be completely 

rewritten by the conversion to a team structure, may find the new role of librarian 

confusing and even alienating. This "lack of clarity" about the new roles was a major 

problem identified by Fisher (1990, 24) in her study of team librarianship; professionals 

were unsure where their own responsibilities began and others ended. Communication 

is obviously the key to preventing or healing such divisive side effects of the team 

system, but not all team systems have been constructed with such regard for the 

communication needs of their staff. 

The "go hang yourself' approach of some public library team systems is 

more likely to encourage mass professional suicide. (Fisher 1990, 29) 

If staff are unsure of where they belong in a new structure then that internal uncertainty 

and conflict, if left untreated, will translate to the performance of their work and 

eventually, the work of their colleagues, creating a dangerously subversive attitude and 

reduction in professional commitment to the goals and values of the organization. 

3.5 Communication 

It is also claimed that team librarianship improves communication within the 

organization. The grouping of individuals within diverse teams can produce increased 

cooperative networks and varied channels of communication, while teamwork itself 

encourages openness between individuals. 

Team librarianship enhances communication because it allows a team to 

18 



organise ilSelf and allows the leadership within the team to be well 

organised and to enhance communication and I would recommend that 

the best communication is listening and that too much communication 

is the way in which communication is frustrated. (Smith 1991, SO) 

Despite the dangers of increased communication indicated above, the companion of 

teamwork is participative management, which involves all staff in the decision-making 

process, creating a more democratic structure and hence, improving job satisfaction and 

performance. In such a system, conflict becomes a positive contribution: 

Team management can produce increased mutual trust and support. 

Disagreement is seen as healthy rather than threatening, and conflict can 

be dealt with openly and honestly, rather than ignored or suppressed. 

All team members are encouraged to voice their opinions, with the 

understanding that this does not mean their opinion will prevail. 

(Bluck 1996,3) 

This seems a rather idealistic conception of team librarianship, but the fact that 

participative management can encourage involvement, loyalty and a sense of achievement 

may encourage people to regard it as a panacea for all the library's ills. B1uck (1996, 4) 

also points out that participative management is easily undermined by the need to make 

quick decisions, which would be hampered by the requirement to process information 

throughout the whole structure. It would appear that a participative management style 

may be the ideal, but it is not always appropriate or even feasible. 

The process of shared decision-making may also encourage staff to avoid taking 

responsibility for group actions (Fisher 1990, 24). "Passing the buck" may become 

established practice to avoid recriminations and which may also hinder efforts to repair 

any mistakes or damage, which in turn can have a distancing and demoralising effect on 

team spirit. 

The fact that team librarianship places such an emphasis on communication 

skills between teams threatens to swamp the service with meetings, and lose professional 

time by the necessity of travelling between libraries to participate in those meetings. 

Luke warns of the danger of the communication system leading to abuse; 

The fact that everyone wants to get onto a working party because it 

means a day out of the library occasionally, a break from routine and the 
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possibility of extra travel expenses is a very real avenue of abuse in 

such a system as this and membership of teams must be taken seriously 

ifit is to work properly. (Luke 1984. 34) 

Major (1979,156) repeats the same warning with an observation that team librarians do 

seem to spend a lot of time in meetings, talking rather than doing. 

3.6 Community Librarianship 

The team structure moves the service emphasis away from building-based 

library activities and onto the community, a proactive development that is generally 

welcomed. Service becomes user- rather than routine-orientated, and the library 

programme aims to target both potential and non-users of the library. This is more in 

line with the service ethic which is increasingly required of local authorities. the need to 

make public services more responsive and accountable to the people they are meant to 

serve; with teams being task- and project-orientated rather than focussed on staff roles, it 

is hoped that a greater flexibility and dynamism can be achieved. 

Whilst this new service philosophy is a positive and agreed need for the library 

service, as librarians are based in specialist teams (often centralised at the major 

libraries), smaller branch libmries are less likely to have a professional librarian resident 

on a full-time basis. This means a lack of customer contact and support; Hinks' (1977, 

71) reassurance that difficult customer queries can be "noted down for the attention of a 

librarian at the earliest opportunity" or urgent queries by telephoning another library, 

could be construed as suggesting that smaller communities do not warrant the same 

standard of professional service as those fortunate enough to live in or have easy access 

to large town libraries. That some sections of the community are seen to be fully 

provided for by paraprofessional staff undermines the oft repeated assertion that 

professional staff can intrinsically offer more than those untrained in the intricacies of a 

profession. And while in theory good contingency planning solves the problem of 

coverage, in practice smaller libraries have found themselves increasingly isolated with 

inadequate professional resources available, a situation to which senior management 

testify in chapter four. Hendry meanwhile argues the need for librarians to be based in 

and have full knowledge of the community they serve, a position that can only be filled 

by the "community" system: 

It is essential that each librarian knows the community he serves. The 
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tenants' associations, the local clubs, the festival societies, the local 

pubs, factories. You must get into the guts of a community ID know it 

and serve it properly, to introduce community profiles. That is why I'm 

suspicious of team librarianship. I believe that every distinct community 

should have a qualified community librarian. (Hendry 1979, 18) 

Teams of librarians serving communities on a peripatetic basis are, for Hendry, merely a 

dispersal of the energy required for true community librarianship. And the importance 

of a community having a librarian who is a readily identifiable community figure can be 

regarded as being a boost for the service both with users and with the powers that be. 

3,7 Organizational Culture 

An organization is a community, a mix of the mechanistic and the 

human, of technical and social systems. Fonnal structures co-exist with 

the "hidden" organization of unwritten rules and alliances. hplicit 

contracts of employment co-exist with the implicit "psychological 

contract" between each individual and the organization. Feelings, 

beliefs and shared values form the "culture" which shapes attitudes and 

behaviour. This "soft stuff' of people and their motivations is a key 

factor in determining the "hard facts" of organizational performance. All 

arc linked by fonnal and informal networks of communication. (McKee 

1989,91) 

Those who defend team librarianship's effects on organizational culture do so in 

the belief that teams intrinsically fulfil members' social needs; Bluck (1996, I) argues 

for the importance of individttals having a "sense of belonging" at work, which motivates 

them to participate in the team effort and thus has direct impact on organizational 

performance, Luke (\ 984, 32) reminds ttS that people instinctively form groups in any 

case, and by explicitly writing them into the organizational design the organization can 

hope to harness the "unifying power" of group identity to the benefit of the 

organization's values and goals. Smith also sees the value of positive interpersonal 

relationships as creating a sense of unification between staff, and ultimately between 

staff and users: 

The team organization provides, and in Cumbria certainly does provide, 

a very supportive interpersonal environment for both clerical and 

professional staff. I have seen, over many years, how those teams have 
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provided a supportive pastoral care system for each other, of which I am 

intensely proud. There is real caring for each other which is incredibly 
supportive at times of difficulty and surely is part of any effective 
team? If we care for each other we will care for those we serve. (Smith 
& Houghton 1991,51) 

However teamwork takes a lot of effort, and if the foundations for a good team 

are not laid and supported by the management structure via good communication, teams 

can fail to function as teams, a fact acknowledged by Luke (1984, 40), Major (I 979, 

156) and Regan; 

... The theory is that you can get six or so available professionals of 
mixed vintage, put them together and ask them to cover an area as a 
team with no guarantee that they will function as such, in the 
expectation that they will produce the kind of service you want. This is 
quite apart from other considerations such as incompatible viewpoints, 
different values and the ordinary human antipathies that exist in any 
group of people thrown together. (Regan 1979,75) 

Library management can only work with the staff they already employ, staff who 

have, more often than not, become used to working as independent and often isolated 

individuals. The transition to a team approach will not remove any previously-existing 

antipathies (Major 1979, 156), and may indeed even create new ones, with members of 

staff thrown together who have conflicting attitudes or personalities. In general, libraries 

do not have the resources for the intensive team planning via personality testing that is 

common in large business organizations. 

Indeed, there is some doubt about whether teams can truly live up to their 

expected potential - organizational theorists investigating groups have asserted that 

teams do not necessarily produce the best ideas, a concern picked up by Fisher; 

The team librarian's potential flair is stifled by the "group ethic" whose 
function is simply to maintain the group. Decisions made by the groups 
may, at best, be safe, but, at worst, unimaginative. (Fisher 1990,29) 

Jordan (1979, 10) deals with the problem in more depth and refers to the findings of 

research which suggests that the best ideas are in fact produced by individuals working 

alone, but that groups are better at processing those ideas. 
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Once the team is up and running, further problems may present themselves if the 

team is so cohesive, it develops into a clique. 

Team loyalty is healthy and supportive up to a point, but teams may 

occasionally become introspective, fonning a team subculture which 

blurs their view of overall library objectives. This can develop into 

inter·team rivalry or a situation where a team begins to go its own way, 

placing team priorities before those of the organization as a whole. At 

its worst the team can descend into a kind of "group think" where 

outside opinions are rejected and the team begins to live in a world of 

its own. (Bluck 1996,4) 

Fisher (1990, 29) refers to teams where a collective apathy or uncertainty has inhibited 

effective functioning, and Jordan (1979, 9) criticizes the loyalties which perven 

innovation or change. Similarly, teams can be undennined by independent or loner 

members, or by the majority sidelining an individual (Bluck 1996,4). They are also 

vulnerable to weak leadership, where confusion about roles can inhibit functioning 

(Fisher 1990,26-7; Major 1979, 156). 

The fact that team members supposedly have equal status is also assumed to 

have a delayering, and therefore positive, effect on individuals, reducing hierarchical 

divisions to promote egalitarian relationships; but there exists the possibility of the 

creation of alternative hierarchies to replace those that have been supposedly removed by 

a team's delayering effect. Staff may feel demoted by co-option into teams where 

everyone has equal status regardless of experience or previous position, and social 

hierarchies may evolve to enable those individuals to maintain control or influence over 

those perceived as lower in status. Office friendships, length of service, age and even 

marital status can become devices for subordinating explicitly or implicitly team 

members whose "faces don't fit". Conflict between specialist and generalist librarians 

and a clear division between professional and non-professional can also be fenile 

ground for antipathies and notions of rank to be developed. 

In conclusion, the neglect of organizational culture can undennine the process of 

structural change, and culture must therefore be regarded as inseparable from the study 

and operation of organizational structures. In particular the conversion to a team 

approach may be result in: 

• resistance and resentment from staff entrenched in previous systems; 
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• reduced motivation and job satisfaction; 

• role conflict and lack of role defini tion; 

• conflict within teams and the creation of alternative hierarchies; 

• the creation of a gulf between professional and support staff. 

All these factors can have a degrading effect on the organizational atmosphere, a 

pervasive problem which can, at its worst, affect the quality of service given to library 

users. This study will attempt to assess whether libraries have come any way towards 

solving these problems and creating team structures that do indeed positively transfonn 

the library service. 

24 



4 : Senior Management Perspective 

4.1 Organizational Structures Survey 

From the results obtained from the organizational structures survey, it is clear 

that there is a distinct tendency towards implementing team-based structures in library 

systems. 

In response to the question How would you define the current organizational 

structure of the City / County Library service? the results were as follows: 

Type 01 Current Structure 

6% 
6% 11% o Branch 

m T .am/Mal,;x 

.Olhe, 

D Hierarchical 

77% 

Fig. 4.1 

The percentage of authorities who specified their structure as team, matrix, or both, 

constitutes 77% of the total. In addition, the authorities which defined their structures as 

other or hierarchical, made clear indications that team characteristics were not excluded 

by that definition; 

Within hierarchical structure, librarians work in teams across district 

(not based at specific branch) on book selection, other topics / projects. 

We have Group Librarians heading up teams of Community Librarians, 

25 



but each CL is linked to one or two community libraries. in addition 10 

their learn role. 

It is therefore clear, that attempting to pigeonhole a structure by applying the presumed 

characteristics of a specific definition, may not take account of that structure's 

complexities; if these authorities are added to the number of team / matrix authorities, 

they make the total up to 89%, leaving only 11 % who defined themselves explicitly as 

branch structures, with no indication of team influence. It is unlikely that structures are 

ever implemented in a "pure" textbook form, dependent as they are upon local 

circumstances; nevertheless, from this limited research, it would appear that the concept 

of teamworking as a way to manage the library service has gained considerable 

ascendency over the last fifteen years. 

Structures currently in place in library authorities are described as largely 

modifications of previous structures, rather than dramatic reorganizations - a tendency 

towards "evolution, not revolution". However, in the survey sample there were two 

authorities which reorganized from a branch system to a team approach, one of which 

stated that it was not satisfied with the results of that reorganization. The pressures of 

Local Government Reorganization has prompted, or forced, several authorities to 

restructure or modify their existing structure, while other unitary authorities, created by 

the process of LGR, have inherited their structures from previous county boundaries. 

The management style of library authorities was similarly biased heavily 

towards the participative label, following trends in human resources management 

theory. Interestingly, one authority which defined itself as a branch structure also 

defined its management style as participative; a further reminder that team structures do 

not have the monopoly on staff-centred cultures. One respondent argued that 

"hierarchical" need not necessarily be a pejorative term - "it doesn't preclude 

participative style" - with flatter hierarchies capable of considerable flexibility in 

decision-making. It is important not to generalize under the prescription of a labei, but 

to treat each as a unique and functioning, organic system. 
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o Consultative 
Management Style 

m Hierarchical 

6% • Participative 

D Con/Part 

11% 

Fig. 4.2 

Whether the prevalence of participation and team structures actually correlates with 

levels of management satisfaction is another matter. 

Satisfaction with Team Structures 

Fig. 4.3 53% 

o Very Satisfied 

Ii!JI Mod. Satisfied 

• Not Satisfied 

Significantly for a structure which promises greater flexibility, communication, 

accountability and efficiency, although a total of 80% of responding authorities 

expressed overall satisfaction with their team structure, only 27% were "very satisfied"; 

53% claimed to be only "moderately satisfied, there are some problems needing 

attention". For an organizational system that is so widespread, this latter result has 

worrying implications; it may indicate that teams are not actually living up to their 

promised potential, making them liable to compromise. Reassuringly however, 67% of 

team structures were in the process ofreview, and 50% of that figure were considering 

the implementation of alternative (unspecified) structures. This suggests that library 
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authorities are willing to examine and modify their structures as the changing 

environment demands it, indicating that most authorities have retained a flexible 

approach rather than allowing the team snucture to solidify. 

The advantages that senior management identify with team snuctures can be 

summed up, in the words of one respondent, as "Economy, Efficiency and 

Effectiveness", and several key themes were repeatedly identified; 

• 

• 

• 

• 
• 

clarifies lines of responsibility and accountability; 

defines roles and improves communication; 

allows delegation to the appropriate level; 

maximises opportunities for professional work; 

allows strategic, local and area development. 

However the advantages of the branch snucture were defended succinctly by one 

responden t: 

It works, and has worked well for a very long time. 

and who further dismisses the question of disadvantages as "None". Unfortunately the 

disadvantages of the team structure cannot be passed over quite so easily, and although 

the demands of a team system are undeniably affected by enforced budget reductions, 

there are several inherent problems in team librarianship identified by respondents; 

• lack of staff supervision and management opportunities for librarians; 

• possibility of confusion in the communication channels; 

• spans of control can become too broad; 

• too few staff to cover too large an area. 

In addition respondents also identified a "people problem" - not only in the demands 

upon personal skills and qualities made by teamworking (with staff often used to 

working in isolation), but also in a lack of commitment and enthusiasm for the new style 

of librarianship, as the initial galvanising effects of reorganization are succeeded by 

inertia: 

Stability all too often leads to conservatism and non-enthusiasm· been 

there, done tha~ didn't work. 
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With cutbacks prohibiting the recruitment of new staff and slowing turnover, this 

becomes a vicious circle for many library authorities who lack both the resources and 

the collective drive of their staff to improve their structure, and by extension, their 

morale. 

Indeed morale becomes a serious problem factor for any library service, 

particularly those contemplating further restructuring, when the pattern of turnover and 

recruitment is examined further. Ninety-three percent of responding authorities 

reported a decrease in the number of professional staff in their employ during the last 

five years I since their last restructuring, a decline which Fisher (1990, 27) blames 

explicitly on the team structure. 

Fig. 4.4 

% of Library Authorities Reporting Changes In 
No. of Professional Staff 

7% o Decrease 

IJ Increase 

93% 

These figures are backed up by the Cipfa (1978,1997) statistics; in 1976-77, there were 

7143 professional librarians in post in public libraries, whereas the number has declined 

by 20%, to 5748.8 in 1995-96. LISU (Sumsion, Creaser & Hanratty 1996, 91) 

confirms this trend, reponing a decline in professional staff of 16.1 % over the last ten 

years, a decline that appears to pick up speed each year. 

The survey identified an increase in the number of paraprofessional staff, 

although it was almost evenly matched by a decrease in staff in the same category. Some 

confusion about the term "paraprofessional" may have distorted the results in this case 

as no definition was included on the questionnaire itself, but as the intention of team 

structures in libraries is to delegate responsibility for service points to administrative 

rather than professional staff, so it is arguable that this category (eg. Library Managers, 
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Senior Library Assistants) is the most likely to have grown. However, the numbers of 

"non-professional" staff, ie. library assistants, has significantly reduced, no doubt as 

various small service points are closed and opening hours are cut. LISU (Sumsion, 

Creaser & Hanratty 1996, 97) reports that from 1985 to 1995, the number of libraries in 

England open for more than sixty hours a week declined by 83% from 40 to a mere 7 

libraries, while libraries open for 10-29 hours increased by 17.2% from 1,113 to 1,304. 

Fig. 4.5 

Fig. 4.6 

% of Library Authorities Reporting Changes 
In No. of ParaProfesslonal Staff 

36% 

% of Library Authorities Reporting Changes In 
No. of Non-Professional Staff 

43% 

57% 

o Decrease 

ID Increase 

• No change 

~ 
~ 

Generally, the survey responses paint a picture of library authorities making the best of 

what they have, in an era of change and uncertainty for the library service. The fact that 

so many have adopted team-based structures indicates that such systems are considered 

the most effective means of achieving economy whilst maximising service delivery. 
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4.2 Interviews with Senior Management 

In interviews with various members of the senior management of three library 

authorities - Leicestershire, Lincolnshire and Derby - it becomes apparent that although 

the practical application of a team-based structure may differ, according to the 

peculiarities of local circumstance that shape each individual experience, the motivations, 

advantages and problems of applying team librarianship remain consistent, and to some 

extent, intrinsic. 

4.3 Teams in Theory 

The question of whether a particular organizational structure can cause staff to 

assume a rigid role perception, or whether it is the natural tendency of staff to narrow 

their role perception over time and cause a structure to solidify, is perhaps a chicken and 

egg situation. Nonetheless, after years of a branch library structure, the general 

consensus appears to be that the public library service in England was in some respects 

becoming unresponsive to a rapidly changing environment. The branch structure may 

also have played its part in the persistent and less than complimentary social stereotype 

of the librarian - "it's entirely responsible for that, and the proud boast of people who 

say I learnt my trade by stoking the boiler!"!. The potential flexibility of the team 

system, however, offered an antidote to organizational apathy, not only by reaffirming 

quality of service but also providing a motivational force for role enrichment. The prime 

motive cited by senior management for restructuring to a team approach was the 

realization that professional time and skill was all too often being spent below capacity 

in the more traditional, hierarchical structure. Librarians' days were being filled with 

administrative and routine duties rather than the professional library work for which 

they had been educated and trained. Alongside the new management ethic of the 

Human Relations school, which classified staff as the organization'S most valuable 

resource, those with responsibility for planning library services began to realize that the 

effective deployment of staff, rather than simply the number of staff employed, was the 

key to providing an effective and dynamic service. 

In 1969 and 1970 we looked at what librarians did, and we did some 

time measurement, by the usual diary technique, and we found out some 

I Interview with Geoffrey Smith, Leicestershire Library and Information Service, Leicester, 30th May 

1997. 
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of them doing half their time, some of them-even more than half their 

time, doing routine and clerical work. Now this, at a time when we had 

a lot of professional things that we were determined to do, seemed to us 

foolish. So, we made some changes. 

Geoffrey Smith, Leicestershire 

Geoffrey Smith, County Librarian / Director of Leicestershire Library Service 

from 1963 to 1990, had the courage of his convictions, and under his leadership 

Leicestershire became "one of the leading public library authorities in the country"2, 

gaining considerable influence and a positive reputation for its willingness to 

experiment, generally successfully, with what became tenned "team librarianship" . 

... how can we get these people, who are fed up with not being able to 

do effective children's work, not being able to do effective stock work, 

not being able to do effective community work, not being able to do 

reasonable information work, how could we get them the opportunity to 

do it? And out of that3 the opportunity came, and teams were the 

answer. 

Geoffrey Smith, Leicestershire 

Smith's team design emphasized the need for effective time management, to be 

achieved by handing the administrative reins of libraries over to clerical staff, which 

would allow librarians to be redeployed on a peripatetic basis, and assume responsibility 

for whole service planning and delivery. Freed from the confines of the library building 

librarians could create a dynamic and responsive role for themselves within the 

community - both a generalist role in geographic teams for a particular area, and a 

specialist role in functional teams for the whole county delivery of specific services. 

This "straightforward system to use people well"4 became the basis for a radical 

reorientation of the role of the library service throughout many authorities, enabling 

an increased focus upon community librarianship. The team and community 

emphasis is envisaged to encourage challenging and rewarding initiatives, and remodel 

the library service as a people-centred, and not bureaucratic, service. 

2 Interview with Geoffrey Smith, 30th May 1997. 

3 The Organization and Methods Review conducted in Leicestershire 1968-1970, which recommended 

a reduction in the number of professional librarians employed in the county. 

4 Interview with Geoffrey Smith, 30th May 1997. 
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So a lot of people who'd been branch librarians, who'd been stuck in 

the same branch for years and years and years, hammering at the ceiling 

to get out, and suddenly had to do the things that they'd always wanted 

to do. 

GeoJfrey Smith, Leicestershire 

Such a redefinition of the librarian's role necessarily involved a corresponding 

change in roles for "non-professional" staff; the creation of a middle-tier of 

"paraprofessionals", to take over the administrative and supervisory duties no longer 

performed by professionals, was to acknowledge the skills of this underutilized section 

of staff and to create "a partnership between the support staff and librarians"5. 

Allowing professional staff the opportunity to increase their skills and 

experience, providing them with the support of their colleagues, is not only of benefit to 

the newly qualified librarian, but also to the established (and possibly frustrated) 

professional. According to Lorraine Jubb, Library Services Manager in Lincolnshire, 

The main thing is sharing experience, being exposed to things that 

maybe you wouldn't have touched with a bargepole before, but because 

it doesn't hang on you alone, you're prepared to have a go at things 

that you wouldn't be particularly interested in.6 

Being exposed to the ideas of others and being able to learn new skills from them will 

encourage a sense of unity and identity, which can only be of benefit to the service as a 

whole. Bernard Haigh, Central Librarian in the new authority of Derby, echoes this 

perception; 

... you should all be more or less singing the same tune, although the 

tune is always open to its own interpretation by different people in 

different ways. It prevents the fragmentation you get when you're all 

doing your own thing in a different way... you would hope that the 

various team members' input, and working as a team could be an 

educational, informational thing; if you're working on your own, out in 

the sticks, you're not going to absorb very much are you, all you're 

going to do is perpetuate your own mistakes and plough your own 

furrow in the usual way. Whereas if you're part of the team, you are 

going to glean a lot more about what libraries in the broader sense are 

5 Interview with Geoffrey Smith, 30th May 1997. 

6 Interview with Lorraine Jubb, Lincolnshire Library Service, Lincoln, 13th June 1997. 
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all abou~ than if you're working on your own. You're going to find it 

much more exciting and enervating, I would have thought, to be pan of 

a whole service and helping to conlribute and run a whole service.1 

4.4 Teams in Practice 

However, both the peculiar skills needed for teamwork and the expanding role of 

the librarian pose particular problems - the natural human reaction of resistance to 

change, and confusion about how the new system will affect individual members of 

staff; 

The problems were first of all to change the culture and thinking of 

librarians. Librarians wanted change. they'd all been wearied by not 

being able to do the things they wanted to do. And there was a pent-up 

wish to get on and do things. But the problem was how did they make 

the jump? And I remember one of them saying, "What am I going to do 

on Monday, when team structures start? Because I'm not going to be 

doing this, I'm not going to be doing that, what am I going to do?" 

And all right, they learnt very rapidly that they'd got more work than 

they wanted to do, but for many of them, they had to develop specialist 

skills that they'd had, and had perhaps dried up a bit, they had to 

become VCI)' good at children's services for instance, children's services 

in five or six libraries, instead of perhaps looking after one library and a 

liule library, they had to look after the children's stock across a whole 

group of libraries. And that's quite a challenge. 

Geoffrey Smith, Leicestershire 

The solution was gaining commitment through communication - explaining how 

the team system worked and why it was an improvement on existing structures and 

ways of working (" ... and it's all about service to people, it's not about doing things 

because you think it's a nice way of doing things" 8). In Leicestershire Geoffrey Smith 

initiated a series of green papers which explained team librarianship to the staff, 

explained how the restructuring would develop, and explained how their jobs would 

change as a result. However, such fundamental changes in the methods of service 

delivery remains a "calculated risk"9; 

7 Interview with Bemard Haigh, Derby City Library Service, Derby, 16th June 1997. 

8 Interview with Geoffrey Smith, 30th May 1997. 

9 Interview with John Hinks, Leicestershire Library and Information Service, Leicester, 27th May 1997. 
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... a lot turns on the people who had to releam their whole approach to 

librarianship; it's very comfonable to be a branch librarian counting the 

issues, it's not comfortable to realize that you've got to use your 

professional qualifications to deliver the services. 

Geoffrey Smith, Leicestershire 

Although none of the authorities in question felt that this had been a major problem, the 

potential "people problem" implicit both in the restructuring process and in the people

orientated team system could amount to "a constant source of a minor level of 

friction"lO - in resistance to change and reluctance to adapt, in the divisions between 

professional and support staff, in territorialism and in the perceived factor of staff 

personalities who are just not "team players". 

No library authority has been in the position to start with a clean slate as far as 

staff are concerned - during restructuring, libraries have had to work with existing staff, 

and attempt the occasionally tricky business of moulding them to fit new, very different, 

roles; 

If anybody had got the opportunity to start with a blank piece of paper 

then they'd think all their birthdays had come at once. 

Lorraine Jubb, Uneolnshire 

Although theories of organizational psychology and group dynamics are appreciated by 

senior management (in 1973 a senior industrial psychologist advised the Leicestershire 

reorganization), they are of limited value when the opportunities to hire and fire 

according to teamwork types and credentials are not available; 

If you use that sort of model, then you need to have the money to get 

rid of the staff that don't fit and employ the staff that do, and I don't 

think that many local authorities are in that position ... given the time 

people tend to gel anyway. we find each other's strengths and 

weaknesses. 

Lorraine Jubb, Uneolnshire 

But as a team structure becomes established, it is expected that a new kind of librarian 

with specific team skills will naturally evolve in response to the demands of the job 

10 Interview with Peter Oldroyd. Leicestershire Library and Information Service, Leicester, 18th June 

1997. 
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market, and new staff will be selected on the basis of their possessing the right 

attributes. 

. .. one of the continuing problems with the team approach is filling your 

team posts with people who have got the right attributes, the right 

skills, the right knowledge ... one of the problems we had at the outset 

was that we were putting in a system that nobody knew anything 

about, and we were puuing in existing staff, and subsequently 

recruiting staff into teams requiring skills and attributes that sometimes 

didn't exist, and that people weren't educated and trained for, because 

team librarianship was unknown... So a lot of the interpersonal skills 

that come naturally now to librarians, weren't always present; I mean we 

were expecting librarians to go to parish council meetings and promote 

the library service, we were asking people whose previous job had 

maybe been stock librarian, or running a small group of libraries, and 

the two things were not necessarily the same, so that was a problem. 

That carries on - as education in librarianship has changed to respond to 

these needs, that hasn't been quite the problem ... I think now, people 

coming into libraries have got more of the attributes that are needed for 

working in a team and participating in team librarianship. 

Peter Oldroyd, Leicestershire 

However, it is important to ensure that librarians who are not tearn-orientated are 

not devalued as professionals; implementing a team system should not be synonymous 

with the imposition of culture in which the skills, knowledge and values of the individual 

are not recognised and fostered. The traditional motivations of branch librarianship are 

not removed or rendered invalid by team librarianship, and librarians who adhere to 

traditional values and conceptions should not be regarded as a problem in themselves. 

The flexibility of the team structure should allow each individual to find a measure of 

motivation and satisfaction, and it should be recognised that the individual always has an 

identity separate from the team which will need organizational encouragement and 

support. Attempts to fit "square pegs in round holes"!! will only result in the creation of 

a resentful, rather than motivated, team worker if the opinions and values of the 

individual are perceived as being devalued by the organization. John Hinks, Director of 

Leicestershire from 1993 to 1997, expressed the position of the branch librarian; 

There will always be people who don't fit into a team... in a team 

structure there ought to be enough flexibility for people to work within 

1I Interview with Lorraine Jubb, 13th June 1997. 
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a team and achieve some personal job satisfaction ... People who get a 

buzz from having achieved something themselves don't necessarily get 

the same motivation from being part of a team ... I was quite happy 

being a branch librarian, this is my library, what this looks like and 

what this library is like is down to me, I find that highly motivating. 

The problems that may arise from restructuring and encouraging an alternative culture 

are perhaps due in part to the perception of some staff that the team approach is an 

attempt to undermine these values and motivations rather than offering a wider range of 

opportunities. This can lead in some cases to a resistant attitude, a determination to 

"plough their own furrow"12, either deliberately or unconsciously, but implicitly 

undermining the team approach. Both the removal of branch librarians from small 

service points and the sharing of specialist work in teams can be disorientating, and staff 

may feel that their responsibilities have been effectively stolen from them. In response, 

they may attempt to carve a niche for themselves, to claim back a measure of autonomy. 

People arc also very custodial about their particular parts of the service, 

see it as their responsibility. And rather than discussing how we 

develop, how we're going to do this, what we're going to do, decide 

that this is how they're going to do it, this is what they want to do, and 

inform everybody tater on; so it's not really open to discussion, it's a 

fait accompli, which is not the way it should be. I think the main 

problem is through personalities, people who arc much happier working 

on their own, rather than coming to a consensus view about what they 

sec as their part of the service. I don't think you will ever entirely get 

over that, you can send people on courses, you can try to direct people 

to the theory of team librarianship, this is how it should be approached, 

this is how you actually strengthen a team, but then you still find 

people who arc doing their own thing. 

Hernard Haigh, Derby 

Similarly, the changing relationship between professional and support staff may 

give rise to tension and even division, as staff try to adjust to an expanding support role; 

There is a question of relationships between a professional team and 

support staff; that has always been a potential powder keg, but 

sometimes it blows up and sometimes it doesn't. I can actually 

remember... that at Melton, at one time, there was such a thing as a 

professional bin, and a clerical bin, and woe betide any librarian who 

12 Interview with Bemard Haigh, 16th June 1997. 
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put a book into the clericals' bin! That's polarising, but that sort of 

thing used to happen. 

Peter Oldrayd, Leicestershire 

Such friction can be increased by the often inadequate amount of time librarians are able 

to spend in branch libraries; it can lead to resentment on the part of library assistants 

who see librarians "breezing in"13, changing things, and then disappearing, and a certain 

amount of professional elitism on the part of librarians who may resent the climbing 

careers of some non-professional staff. 

The biggest disadvantage was this tendency in some cases and in some 

areas towards professional elitism - "we're proper librarians, we've been 

to college, we know what we're doing" - and the library assistants who 

are actually delivering the front-line service and doing valuable jobs 

(but who) are not always recognised as such ... There's nothing worse 

than going into a library and seeing the librarian sitting in solitary 

splendour, with nobody coming up to the enquiry desk, and at the 

counter they're all rushed off their feet... and the librarian just sits there 

being a librarian! 

John Hinks, Leicestershire 

However, elitism may also extend in the opposite direction; 

... the technology the assistants now have gives them a certain amount 

of elitism over the librarians. Certainly to many people's view, the 

library assistants have a more exciting and interesting activity with all 

these bells and whistles, TALIS system, you know ... 

Geaffrey Smith, I_eicestershire 

Cutbacks also have a negative effect on organizational cultures, as investment in 

service delivery remains an essential part of many staff members' sense of job 

satisfaction; 

I think the be all and end all for front-line staff in Lincolnshire is the 

customer. And any change which they think will result in a loss of 

service, a loss in quality of service, depresses them, beyond recognition. 

And because of the budget situation across the country, and 

Lincolnshire's like anywhere else, we're always being asked to make 

13 Interview with Peter Oldroyd, 18th June 1997. 
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cuts. That can create a sort of demoralising effect, and also the changes 

in local government and national government . I mean one minute 

you're heading off in one direction, and it takes some time to get 

everybody behind you and then they're all going for it, and then it's all 

going off in this direction, and I think they find that extremely 

frustrating and demoralising; and I think they see money being spent on 

things that they may think are not quite as important as the issues they 

would consider to be important. 

Lo"aine }ubb, Lincolnshire 

Participation in decision-making is also cited as a motivating factor for library 

staff, and can demonstrate trust and concern for the staff if it is applied consistently and 

with consideration, as well acknowledging the professionalism of librarians 14. However 

a participative management style has to be steered through the Cbarybdis of over

communication and consequent chaos or loss of control, and the Scylla of a pseudo

participative approach warned of by John Hinks; 

... it isn't a real sort of participation because you would get people ... 

spending half an hour discussing something that's already been 

decided ... Now that isn't participation, it might be sounding off, it's not 

actually full participation .. .it's just a waste of time. And if pcople think 

that that's participation, wcll, that's sad! 

Other than the possible people problems, team librarianship as experienced in 

these authorities raised several of the disadvantages noted in the literature review; 

practical difficulties such as teams being expected to cover too large an area, the lack of 

lines of accountability, lack of supervisory experience, and the preponderance of 

meetings which serve to increase bureaucracy. In addition, Leicestershire identified a 

tendency for the larger libraries in the county to swallow professional resources, leaving 

smaller libraries neglected IS, a phenomenon that could be seen to create a two-tier 

service. And an unexpected side effect of team librarianship was identified by John 

Hinks; 

One thing that got lost.... is knowlcdgc of books and thc ability to 

impart a love of books and reading - somehow that got lost along the 

way... it was as if bcing tcam librarians and being specialists they 

perhaps forgot the need to promote reading books ... 

14 Interview with Geoffrcy Smith, 30th May 1997. 

15 Interview with PeterOldroyd, 18th Junc 1997. 

39 



4.5 Career Structures 

Technically, the team structure offers improved career opportunities and greater 

job satisfaction and motivation than the branch structure, for both professional and 

support staff; advantages which may offset the problems encountered by resistance to 

change. Teamwork is seen as an investment in organizational culture, a people

orientated approach that rewards the psychological contract of the employee with an 

increasing diversity of opportunities. Geoffrey Smith asserts that any lingering 

frustrations of branch librarians with the new system can be relieved by effective team 

leadership and the creation of a supportive work environment; the visible, overall 

commitment of a library service to the active development of its staff is essential. 

Unfortunately, local authority cutbacks have curbed commitments to training and 

limited career opportunities, as new posts are rarely created and the turnover of 

existing staff slows to a minimum. The tendency towards flatter structures in team

based organizations has also restricted upwards movement, a situation experienced in 

Lincolnshire; 

The opportunity to do a wider range of duties has increased, the career 

structure has actually worsened. Because in Lincolnshire at the present 

time there's a gap between the Area Librarians and the Principal 

Librarian, there's nothing in between ... there's very little opportunity to 

go further. 

Lorraine Jubb, Lincolnshire 

The lack of a career structure identified in Lincolnshire arid other authorities which 

responded to the survey, leads to ambitious and talented staff looking to alternative 

authorities for advancement 16. Lack of supervisory experience may hamper such 

efforts 17, but conversely, the wider range of librarianship skills acquired by being part 

of a team may aid the opening of career pathways; 

.. .I would have thought that if people wanted to progress they could 

demonstrate a much broader knowledge by being part of a team, than if 

they weren't part of the team. 

Bernard Haigh, Derby 

16 Interview with Lorraine Jubb, 13th June 1997. 

17 Interview with John Hinks, 27th May 1997. 
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Career opportunities for support staff, ostensibly improved by team 

librarianship, have also been adversely affected by cutbacks and low turnover; few 

authorities are prepared to employ a non-professional as a librarian, although 

increasingly in times of restraint support staff are called upon to do semi-professional 

tasks. The creation of the "paraprofessional" has fulfilled a distinct need in the library 

hierarchy, but there has also been a reluctance on the part of paraprofessionals to 

become librarians by taking Library Association qualifications; 

What rve hardly scen any of is people moving from being a library 

assistant ID being a librarian, becoming a Senior Library Assistant and 

then deciding they want to be a librarian, hardly any, one or two I 

think, and that's what we thought when it first came in, that people 

would do that... in fact they're different sons of people and they don't 

want ID. 

John Hinks, Leicestershire 

Recognising the potential of an individual should not be frustrated by restrictions on 

staffing budgets; the rigidity of a classical hierarchy should not be adopted to prevent 

talented staff from achieving their potential. 

I would like to be able to recognize, or have the financial and structural 

capacity to recognize, potential in an individual. At the moment I 

haven't got that... I would like to have a career structure that's worth it, 

so that people think it's worth staying in Lincolnshire, and I'd also like 

ID be able to appoint somebody at sixteen and know that if they've got 

the capacity they could be sat doing my job in a few years' time, which 

they couldn't now. 

Lorraine Jubb, Lincolnshire 

However, in the aftermath of the 1997 Local Government Reorganization library 

authorities are reaffirming their commitment to training; the development of S/NVQs for 

support staff is a major advancement, while internal training is frequently being 

reassessed as a priority. Derby in particular, as a new unitary authority, has strong 

hopes for a reinvestment in its organizational culture. 

The City do seem to have a very strong culture for developing its staff 

at all levels, I think that it is easier in a geographically limited, 

geographically tighter area of the county ... 

Bernard Haigh, Derby 
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4.6 The Impact of Team Librarianship 

With all the problems that team librarianship has posed, has it lived up to the 

expectations of its proponents? For some authorities, it was seen as a risk that had to be 

taken: 

I think it's probably the only option that we've gOl. I mean I think that 

there's a long way we can go to develop it, and there'lI be all sorts of 

different team dynamics explored, but the days of having a hierarchical 

structure are gone, because we just haven't got the money to have it. 

The days of a branch librarian sitting in a ten·hour library are just... 

nowhere. 

Lo"aine Jubb, Lincolnshire 

And it has worked precisely because it had to work, because of: 

The need to adapt to a decreasing budget· if wc hadn't gone down the 

team road, I honestly can't see any sort of structure that would have 

worked ... 

Lorraine Jubb, Lincolnshire 

Cynically, but undeniably, some authorities implemented a team librarianship 

structure for less altruistic reasons than service improvement - the financial burdens on 

public services have made the team structure appear more financially viable, by virtue of 

its supposed need for fewer professionally qualified staff, than the branch structure with 

its hierarchy of expensive professionals (Fisher 1990, 29). 

You can create flatter structures, and I think in the past, not necessarily 

in Lincolnshire but in other places, it's been used to save money, and 

they think if they pull a group of staff together and get rid of the 

hierarchy, they save money, and hopefully get a better service at the 

same time. Sometimes it works, sometimes it doesn't. 

Lorraine Jubb, Lincolnshire 

However, team structures are not necessarily a cheap option, as the career structure for 

support staff will mean higher paid clerical grades1S , and, on the other side of the coin, 

financial pressure may impose a pseudo-team approach; rather than a deliberate effort to 

reorganise to cope with crisis, teams may be used to cover a multitude of sins; 

18 Interview with John Hinks, 27th May 1997. 
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... service in the field in some public library systems has a fashionable 

team look about it but this disguises an actual degeneration from the 

former branch librarian system. Effective staffing levels have fallen so 

low that all the energies of the inadequate professional service "teams" 

are reduced to the firefighting role of covering for staffing crises in the 

branch libraries, now regularly staffed only by clerical workers. 

(Jones 1984:146) 

While the three authorities considered in this chapter did not cite financial 

pressure as a particular motivation for their conversion to a team structure, any study of 

public library services over the last twenty years cannot ignore the context of cuts and 

retrenchment that has plagued service development and delivery. Whether the growth of 

the team system has been due largely or in part to the financial context in which libraries 

now strive to operate, its influence has been as far-reaching as the funding crisis: 

... not everywhere has gone over lock, stock and barrel to team 

librarianship, but they've actually changed the way they do things, and 

tended to align themselves with a team approach... over recent years I 

think people have been able to adapt themselves very easily to a team 

structure and the team structure has been more in keeping with their 

expectations ... 

Peter Oldroyd, Leicestershire 

As library authorities are again prompted to consider their organizational structures by 

the 1997 Local Government Reorganization, many of the principles of team 

librarianship are set to continue . 

.. .1 think the good things about team librarianship and community 

librarianship will survive, it's probably changed the look of the 

profession for good. 

John Hinks, Leicestershire 

For new authorities such as Derby, both their optimism for the future and the viability of 

team librarianship will be tested over the next few years as they adjust their inherited 

team structure to suit their specific needs and circumstances; the requirement for teams 

to be "applied with thought to the local situation"19 is a vital consideration in the 

effectiveness of such a structure. But support for teams "as a concept"20 is still strong 

19 Interview with John Hinks, 27th May 1997. 

20 Interview with Peter Oldroyd, 18th June 1997. 

43 



in the library service, and is likely to become a natural inclination for workers in the next 

century, as education from an early age encourages teamwork as a life skill; 

.. .1 think it's a whole thing through life that people are encouraged to 

do ... They probably automatically assume that you work like that. 

Lorraine Jubb, Lincolnshire 

There is also the suggestion that the adoption of teamwork in libraries IS an 

unintentional, almost unconscious move; 

.. .I don't think in all honesty we were conscious that in fact what we 

were going 10 pursue was team librarianship ... 

Bernard Haigh, Derby 

Teamwork is almost implicit in the way in which work is carried out in libraries; there 

have always been groups of people with a particular responsibility, such as requests, 

processing of books, etc, (especially amongst the library assistants) but often neither the 

groups themselves or the organization's management had perceived this team factor nor 

appreciated how it could be harnessed to work more effectively within the structure. 

Teams often changed from being informal to formal, written into the organization's 

design, rather than simply appearing (or being imposed) from nowhere; they were a 

logical extension of what was already present in the branch system. 

That teamwork has become an inevitable part of working life, both in libraries 

and elsewhere, and has enabled the library service to re-evaluate its performance and 

reassess its priorities, is undeniable. 

I think if you were going out to a third world country that hadn't got a 

library system, if you were staning one from scratch, you probably 

would end up putting in something similar to team librarianship... if 

you started with a completely clean slate, I'd have thought that some 

son of team librarianship would be a wise first move ... but I have been 

critical of some aspects of it. 

John Hinks, Leicestershire 

The problems in the team approach may stem in part from the emphasis upon teams of 

librarians ("for me, the jury's still out" 21) as well as external pressures and the 

21 Interview with Peter Oldroyd, 18th June 1997. 

44 



inevitable disruptions of change. Both the 1974 and 1997 Local Government 

Reorganizations in particular have had a testing effect on Leicestershire. In 1974 the 

County of Leicestershire was merged with Rutland, and the fledgling team structure of 

Leicestershire's public library service was merged with the six previously distinct library 

authorities within the County boundaries, all of which were traditionally structured. The 

amalgamation doubled the size of the library population, and resulted in a "culture 

clash" 22 between the former library authorities. In order to effect integration, a team 

structure was adopted, but commitment now had to be ensured from the staff of the 

former authorities, staff who "didn't apply to work in that son of service" 23. The 

inevitable confusion and stress of such a major upheaval hampered the natural 

development of team librarianship; 

... the team management system was intended 10 evolve and it did evolve, 

but it didn't evolve fast enough. What's sometimes said by some of the 

people was that if we'd had another three years we would have been 

able 10 develop team librarianship a lot further. As it is, we spent three 

years from 197410 1977 grappling with the problems of merge. 

Geoffrey Smith, Leicestershire 

Emerging from this period of transition, Leicestershire found itself in an era of 

financial pressure as local authority spending became gradually tighter, and the previous 

sense of a "driving forward time, library services developing, there was a great deal of 

confidence" 24 that had given rise to the team ideals was threatened. In retrospect, 

Geoffrey Smi th asserts; 

I was guilty of fighting the cuts, and spending more time fighting the 

cuts than thinking quickly on my feet. 

and his expectations were also frustrated by the slow cra wl to use new technology in 

libraries; 

This was the vision, I wanted to use technology straight away, 

digitisation and so on, I assumed we'd be doing it by now ... 

Although he considers that teams do have a long-term viability in public libraries, it is; 

22 Interview with John Hinks, 27th May 1997. 

23 Interview with Gcoffrey Smith, 30th May 1997. 

24 Ibid. 
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... not as they operate now. I think the important factor is still how to 

deploy specialists effectively, and how to give people job satisfaction. 

So there's two angles on it, and they might not call them teams, they 

might call them something else, but it's the two principles that underly 

it. 

The danger in a team structure, as in any other type of structure, is that it will become too 

rigid and inflexible with age and its responsive capacity will be eroded. For team 

librarianship to retain its viability it must be able to adapt, to changing circumstances and 

changing expectations, and practitioners must remember that 

Teams are a means to an end, not an end in themselves. 

Geoffrey Smith, Leicestershire 
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5 : Attitudes of Professional and Support Staff 

So far this study has discussed team librarianship on a mainly theoretical basis, 

concentrating on the principles and problems as identified through the professional 

literature and the 'privileged position of senior management. But how has team 

librarianship affected the working lives of those who must effectively practice it - the 

librarians, para professionals and library assistants at the front-line? In order to 

determine these alternative perspectives, an attitude survey was conducted amongst staff 

of two library authorities, and interviews with staff of two funher authorities. 

5.1 Communication and Participation 

In matters of organizational dynamics, the survey clearly highlighted the' 

continuing problems of the library hierarchy; the funher down the communication chain 

you go, the weaker communication becomes. The panicipatory management style often 

claimed for team-based structures is revealed to be distinctly focussed at professional 

level, with library assistants and even paraprofessionals retaining their lower status in the 

hierarchy with a corresponding lack of influence and information. 

The perception of the effectiveness of communication varied remarkably 

between the different levels of staff; all paraprofessional respondents felt that there were 

clear lines of communication in the library service, compared to only 44% of the 

professional staff. This perception was largely echoed in interviews with staff; 

We are very much included in everything here; everyone is included, 

everyone is informed very well of what's happening, everyone has a 

chance to put forward ideas, and so on. 

Senior Library Assistant, interview 

By contrast, one librarian summed up the level of communication within one 

library service as "abysmal". Significantly and perhaps un surprisingly however, only 

22% of suppon staff overall felt that communication was good, while 33% thought 
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otherwise. Support staff consistently identified themselves as outside management's 

sight and concern; 

... briefings were more or less non-existent, and briefings are more or less 

your only way of knowing what's going on. Most of the things I know 

I've learnt through staffroom talk, practically grapevine, gossip if you 

like, but nothing official... We have started the briefings up again, 

something's being organized, but that's really only because we kept 

saying we weren't being informed; I think if we'd been quite happy to 

have gone without the briefings, we wouldn't have got any. 

Library Assistant, interview 

Although most respondents (67%) agreed that they were usually informed about how 

decisions made in the organization would affect them, only 40% of support staff 

considered that they were kept informed about how and why those decisions were made. 

However failure to keep library assistants inforined of developments can produce a 

backlash of uncommitted staff with a poor sense of a whole service and inadequate 

motivation for good performance. As grassroots support for service developments and 

initiatives, support staff should not be overlooked; 

They really ignore clerical staff at their peril, because they need to take 

everybody along with them, into the aim they want to achieve. Because 

they can't do it without us! 

Branch Library Manager, interview 

A poor environment for official communication is likely to provoke a 

corresponding compensation in informal communication; the grapevine is likely to 

increase in power as official channels become snarled or neglected, producing a 

distorting effect on the organizational culture as gossip takes precedence. 

We do have staff meetings, but I'm not sure that everything is said; I 

think there's certain things that people hold back on, they say it 

amongst one another, but when it comes down to it, nobody will come 

out and say what they're really feeling. 

Library Assistant, interview 

Grapevine distortion can effectively disrupt the organization's potential for change and 

development as people become suspicious of each other and of senior management, 

resistant to interference in the territory of their roles and responsibilities, and withdraw 
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(in extreme cases) from the goals and values of the organization and its culture. Such a 

situation can be extremely difficult to unravel, and a loss of faith in management's 

integrity and respect for support staff can frustrate attempts to repair the damage. By 

operating a consistent policy of communication and consultation management should be 

able to avoid any such problems arising in the fIrst place; participation, which should be 

thoroughly planned and understood by management and its principles and practice 

communicated to all staff, can improve morale by encouraging a sense of involvement, 

concern and respect (Baker 1989:57). What staff understand they will be more likely to 

accept; and being involved, they will be more committed. This is a philosophy 

appreciated in respect of professional staff, whose need for motivation is accepted, but 

library assistants often appear to remain undervalued, and achieving a consistent 

standard of routine and clerical work is seen as the only motivating force they require. 

The majority of professional and paraprofessional staff express a sense of being 

involved in the discussions and decisions made in their organization and a belief that 

their participation in decision-making is actively encouraged by senior management; 

50% of support staff however do not feel this to be the case, with a further 20% 

recording a "neither agree nor disagree" response. 

I don't think anybody knows the public as well as the library assistants, 

I doubt if most of the public would actually recognize most of the 

librarians... I don't think we have as much of a say as we ought to, 

considering we're probably the best people to make some of the 

decisions - not budgets and so on ... 

Library Assistant, interview 

The remaining 30% of library assistants who do feel encouraged to panicipate, identify 

the personalities of those in seniority as a prime motivating factor for involvement in the 

organization as a whole; 

.. .1 feel that they (senior management) are very approachable, and if there 

was any suggestions or concerns that we had, we could go to them and 

they would sit and listen. Whether they would take them on board and 

do anything about it, well, it depends what the subject would be, but I 

feel that I could go to (the Chief Librarian) and suggest something ... 

and he would listen. We've got a good team. 

Part-time Library Assistant, interview 

Not all staff however are fortunate enough to have line managers and senior 
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management with whom they feel comfortable, or that encourage such a relationship. 

Only 50% of paraprofessional and professional staff and 30% of support staff felt that 

they had a good relationship with senior management, many perceiving problems in the 

wide gulf between the duties of library assistants and library directors; 

.. .1 suppose it's inevitable that the higher up you go, the less hands-on 

work you're doing. And also when you're right down at the bottom 

you don't always think that the person at the very top knows about 

what's going on, you do feel that they're sitting in an ivory tower 

somewhere ... 

Librarian, interview 

Good communication from the Principal Librarian down. Some of the 

directors seem to be too far removed from the public and have forgotten 

being in the "front-line" (direct contact with borrowers). 

Library Assistant, survey 

However, despite this inevitable difficulty in communication, only 13% of staff 

felt that it was actually a negative relationship . 

.. .I think certainly, from the point of view of anybody that's above the 

Group Librarian, the relationship's terrible. It's very much cloak and 

dagger... When you hcar people above the Group Librarian mentioned, 

it's always in a negative way. 

Library Assistant, interview 

In addition, the machinery of participation does not always tuck neatly and 

unobtrusively into a corner; the plethora of meetings, of newsletters, circulars, training, 

procedures for consultation, etc., can itself become as restrictive as any rigid hierarchy. 

The danger of a negative bureaucracy engendered by the participative team approach 

was acknowledged by Geoffrey Smith in his Green Papers of 1970, which were 

circulated internally amongst the staff of Leicestershire Library Service. 

I know that there is a concern that the new organisation should not 

produce a bureaucracy unsympathetic to readers' needs and the Assistant 

County Librarians with geographical responsibilities will have a special 

duty to see that our service has a personal touch and is always reader 

orientated. I 

1 Geoffrey Smith, Green Paper I, Leicestershire Library & Information Service, 13th January 1970. 
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The most imponant aspect of our work is the service we actually give 

to the public and a sense of proponion is necessary if life is not to 

become just a series of committees, panels and working panies meeting 

for ill-defined purposes.2 

Although most staff (65%) felt that their library service did place more value on the 

customer than on routines and regulations, 60% of para- and non-professional staff 

identified a tendency towards bureaucracy and red tape. 

The question of organizational change provoked a more unified response 

amongst non-qualified staff, with 67% of paraprofessionals and 70% of suppon staff 

believing" that senior management displayed a tendency to impose changes on staff 

rather than consulting them first. Fony-four percent of professional staff remained 

neutral on the issue while a further 44% felt they were consulted. Twelve percent 

however felt very strongly that a form of "pseudo democracy" prevailed, where 

We were informed every time "they" thought of something new. The 

fact that this was rarely the final decision meant that no· one knew 

where they were. This was far more distressing than too little 

information. If the reslructure had been planned with firm decisions it 

might have been easier to handle. 

Librarian, interview 

In such a huge and pervasive issue such as restructuring to a team system, such an 

approach by senior management is alarming, and it is somewhat ironic in this case that a 

structure supposedly chosen for its communicative and participative potential had its 

roots in such a beginning. 

However most professionals and paraprofessionals did feel that they were given 

adequate information to cope with change effectively, while support staff again felt they 

were left high and dry (66%). One part-time library assistant, talking specifically about 

the change from a branch to a team structure, observed; 

I was given information, it was (senior management) talking policy, 

actually we all came out of the room saying "We don't understand". 

Basically the only thing we wanted to know, was were our jobs safe, 

and we assumed they were, but I don't think we really knew what was 

2 Geoffrey Smith, Green Paper 5, Leicestershire Library & Information Service, 1st January 1970. 

51 



going on. They didn't tell you in words of one syllable - they were 

saying it relative to somebody who was higher, who it mattered all the 

ins and outs, and they told us all this complicated information and I 

don't think any of us really understood what was going on. We 

understood that changes were being made, everybody's title suddenly 

changed, everybody's responsibilities suddenly changed... We didn't 

have managers and so forth before; I think it's become more like a 

business. I don't think we were actually instructed in what was going 

on, only in a way that we couldn't understand, not in layman's tenns. 

The provision of training provoked a similar division of response. Although the 

majority (58%) of staff felt that they were not given the right training at the right time, 

regular opportunities for ongoing training were considered to be available by most staff; 

and although most staff had a clear understanding of their roles and responsibilities 

(68%), support staff still felt that they were working in the dark a lot of the time (50%). 

I don't think the training policy is as good as it should be ... 

somewhere people are slipping through the neL 

Library Assistant, survey 

The importance of regular training was encapsulated in an interview with a Library 

Manager; 

.. .it's very important to continue in this service with training and 

education, because people get bored, and they get son of marooned 

within the service point, and cenainly courses and funher education ... 

enables people to get together and see what other people are doing ... it 

boosts morale... and I think that you bring that enthusiasm back into 

your workplace, it renews your enthusiasm ... and your employer and 

the people you serve will benefit. It's as simple as that. 

5.2 Teamworking 

Turning to the relationships amongst the various groups of staff, teams may be 

regarded as a participative venture, stressing the need for cooperation and 

communication between staff members. It is important to note that library assistant 

teams may be constructed on a very different basis than those of librarians. Many 

library assistant teams can be better described as work groups, with a single task 

identity (such as responsibility for circulating stock), and little opportunity for group 

interaction or decision-making. 
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In the panicular tearns I work in, we work as a team, but not how you 

might think. We don't actually work together - we never work in a 

group, we're timetabled to do the things separately .... It's like we're all 

cogs operating one big wheel, but we never work together like you'd 

imagine teams (would do) ... We son of know what each other's doing

we do separate bits of the same job, really, that's how it works, but we 

never sit down and work together, and say this is what we're going to 

do. 

Library Assistant, inte",iew 

Library assistant teams of such a rudimentary nature had existed in the branch structure, 

but their nature and potential had gone largely unrealized; 

... we were probably meant to be working as a team back then (in the 

branch structure); it just wasn't apparent... it just kind of escalated from 

what we'd already got, it became a bit more permanent, with more 

regular faces. 

Library Assistant, inte",iew 

Teamworking for support staff has therefore been of secondary importance in the 

planning of team structures, and has not significantly altered the working relationships 

within this group of staff; 

We don't panicularly think of it ourselves as working in tearns; it's not 

a word that's used particularly often, and we work I suppose in groups ... 

Senior Library Assistant, interview 

Generally however, the survey results indicated a positive attitude to and 

experience of teams amongst the majority of staff. Seventy-three percent of 

respondents claimed to enjoy working in a team, with only 5% actively in disagreement; 

support for the concept of teamworking was notable with 70% declaring that teams were 

not just a management fad and 57% feeling that teams are not simply an alternative 

hierarchy. 

However, examining the personal responses to teamwork experiences revealed 

some interesting and unexpected results. While 71 % of staff felt that individual 

initiative was a very important part of their job, only 25% of librarians thought that 

teamworking actively encouraged them to learn new skills and expand existing ones, 

compared to 60% of other staff (50% of librarians neither agreed nor disagreed). The 
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acquisition of new skills through cooperation with other team members has been 

identified as one of the advantages of team librarianship, but rather than sharing skills in 

order to teach them to others, librarians in teams may still regard their individual talents 

and expertise as their exclusive territory, and others are not encouraged to trespass. 

This may suggest that the skills needed for successful teamwork, such as negotiation, 

interpersonal skills, etc, are not rated as highly as specialist skills; team members may 

still perceive themselves as working essentially as individuals within a loose 

configuration of prescribed alliances. 

... I think in a lot of the areas they aren't working as a team, but 

they've made life comfortable for themselves, adapted it so that nine 

times out of ten they're working on their own; where they are working 

they're working well. where they're not working they're not working at 

all as a team, and they are able to do that, rightly or wrongly. 

Lorraine Jubb, Lincolnshire 

In this respect, team librarianship may be seen not as the innovative new approach it 

claims to be but merely a new version of the traditional individualist system. 

The individual as part of a team would appear to have maintained integrity; 

• 77% of staff felt that they did not lose their own identity by working as part of a 

team (5% disagreed); 

• 74% of staff felt that they were a respected and valued member of the team (9% 

disagreed); 

• 82% of staff found it easy to voice their opinion in the team (9% disagreed); 

• 59% said they understood the team's goals and values (18% disagreed). 

Generally, the responses demonstrated a commitment to teams and an appreciation of 

the value of such a method of working; 

Teamwork is a necessary part of working life - without it everyone 

pulls in differing directions. 

Library Assistant, survey 

The overall perception of the relationships between team members was also 

positive (77% felt this way while 5% disagreed); 
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• 73% of staff felt that teamwork encourages cooperation between colleagues 

(14% disagreed); 

• 48% of staff felt that colleagues gave them valuable support and feedback on 

their work (26% disagreed); 

• 53% felt that teams were working groups and not cliques (11 % disagreed); 

• 73% did not feel obliged to watch their backs within the team (9% however felt 

that they did). 

Working with others to achieve a common goal is clearly a value which the majority of 

staff, in theory at least, appreciate; librarians did feel that working in teams gave them a 

positive sense of achievement, whereas only 40% of paraprofessionals agreed (40% 

remained neutral), and library assistants were generally neutral. 

You can pool everybody's resources; if you work in a team you can 

work towards set goals, you can have targets, you can have a plan, and 

you can achieve them beuer. If individuals are doing their own Ihing 

all the time, you might be achieving small goals, but if you work as a 

team you get to know people beuer, and you work towards a bigger 

goal in a beuer way ... I think if you work in a team it's easier for 

everybody to get to know the information they need to know, if you 

have team meetings it gives people a chance to say what Ihey would 

like to do, what Ihey'd like to achieve; if you work totally in isolation 

you can perhaps get very disgruntled and disenchanted, whereas if 

you've got a team and goals are identified. it gives you more 

motivation. 

Librarian, interview 

I think it's very valuable working in a team because you have more than 

onc viewpoint; people come to a team with different experiences, 

different outlooks... I Ihink it's valuable to have other opinions and not 

try to work in isolation, because I don't think you can work in isolation 

in a library really, because of Ihe nature of Ihe building and Ihe nature 

of the job, it doesn't do to work on your own. 

Librarian, interview 

However, respondents did clearly acknowledge the potential for discordance and 

disruption within their teams. Although conflict can be disruptive, distracting attention 

away from the achievement of organizational goals, even creating personal 

repercussions, it can also act as a focussing energy for innovation, motivating for action, 

and resolving personal disputes. Donelson R. Forsyth in his study of group dynamics 
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notes that; 

.. .interdependency among members and the Slability of a group cannot 

deepen until hostility has surfaced, been confronted, and been resolved ... 

Low levels of conflict in a group could be of remarkably positive 

interpersonal relations, but it is more likely that the group members are 

simply uninvolved, unmotivated, and bored. Coser notes that the 

absence of conflict tells us little about the stability of the group, since 

the more cohesive the group, the more intense is the conflict. Conflict 

also provides a means of venting personal hostilities, but members can 

reduce this stress by confronting the problem and communicating 

dissatisfactions honestly and openly. If hostilities are never expressed 

in the group, they may build up to a point at which' the group can no 

longer continue as a unit. (Forsyth 1983,80) 

All groups of people will go through stages of conflict (storming) in the process of 

maturation, and such conflicts are generally healthy in that they clarify the group culture, 

work through tensions and potential problems, and aid the process of establishing 

relationships. Conflict however becomes unhealthy when it becomes excessively 

personal; disagreement about projects and procedures is a natural part of working life 

but although personality clashes and frictions are also inevitable, personal attacks should 

be avoided. The difference between conflict and bullying, harassment and abuse should 

be clearly understood by team members and by management, and comprehensive and 

consistent policies, training and counselling provided to ensure that such behaviour does 

not occur, continue or escalate. Organizations have a responsibility for the mental health 

of their employees, and unhealthy conflict should be recognized and taken seriously as a 

threat not only to the effective functioning of a team or a work environment, but also to 

the personal well-being of its members. 

Michael West (1994, 71-2) has argued that interpersonal conflicts may have 

their roots in the organizational factors, such as roles and resources, rather than 

individuals. Personal conflicts are a displacement of frustration from the organizational 

context to individuals, which are subconsciously perceived as more liable to influence 

than resources restrictions or bureaucratic policies. Managers therefore should be 

aware of the likelihood that conflict is intrinsic to organizational variables and seek to 

eliminate conflict at the underlying cause, as well as tackling the symptoms. 

Examining the nature of conflict within teams, the survey identified several 
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recurrent themes. Every group is a microcosm of society and of the organization as a 

whole, and human nature dictates that every group will not achieve textbook potential. 

Although the majority of staff (39%) did not know whether or not they considered 

conflict to be a sign of a healthy team, 

• 70% of staff felt that some team members were more equal than others (17% 

disagreed); 

• 59% of staff felt that not every member of the team pulls their weight (32% 

disagreed); 

• 44% of librarians felt that teams allowed people to avoid taking responsibility 

for decisions or mistakes (33% disagreed); 

• 50% of librarians considered that there was often rivalry between team members 

(38% disagreed); 

• 50% of librarians and 56% of library assistants felt that criticism of team 

members was often personal rather than constructive, compared to 60% of 

paraprofessionals who thought the opposite. 

These are the incipient "people problems" that affect all teams, and have been elucidated 

by group psychologists as stemming from the concepts of status and socia/loafing 

(Forsyth 1983, West 1994). Status is often the factor that provokes conflict in 

organizations; and in the library organization, which is still essentially a bureaucratic 

hierarchy (albeit attempting evolution), status has assumed great importance. There is 

status of professional/non-professional, pay scale and rank, qualifications and 

experience; and also the cultural status of gender, age, marital circumstances, and the 

variant "in-crowd" which can arise and become a discriminatory force, a clique, 

transcending structural relationships. West (1994, 4) notes that it is a myth that teams 

exist without some form of internal hierarchy, which is often based on leadership and 

the pattern of dominant personalities within the group. Within the team, individuals will 

assume different roles, such as leader, shaper, monitor, and a hierarchy of status will 

evolve based on the perceived importance and influence of these roles, and the ability of 

individuals to fulfil those roles effectively. 

Status differences in groups violate our expectations of "equal treaunent 

for all", but in the microsociety of the group, equality is the exception 

and inequality the rule. Initially, group members may start off on an 

equal footing. Over time. however, status differemalion usually takes 

place: certain individuals acquire the authority to coordinate the 
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activities of the group, providing others with guidance and relaying 

communication. (Forsyth 1983, 1\9) 

Teams, therefore, do not necessarily encourage equality, and their delayering affect may 

not extend to the cultural hierarchy. The perception of library staff that some team 

members are more equal than others may stem from the organization's acceptance of 

this hierarchy, in the privileges it accords high status team members. "Preferential 

treatment" as regards training opportunities, participation, access to information, etc, may 

be distributed unevenly (but hopefully unintentionally), according to the hidden 

hierarchy. But the common perception that there is often a different set of rules for staff 

depending on their perceived status, often characterized as "who they know" rather than 

"what they do", is a corollary of this situation, and can lead to considerable frustration 

and resentment on the part of staff that occupy a lower position in the social status 

game. 

Rules which apply to assistants ego correct usage of flex i-time schemes 

doesn't seem to apply to librarians despite the fact we are all being paid 

by the same county! 

Senior Library Assistant, survey 

The intrinsic inequality of teams also has an effect on performance. The fact 

that not every team member will work as hard as the others, and the possibility that 

individuals can avoid responsibility and accountability by attributing decisions or 

mistakes to the team, is an inevitable factor in teamwork, and has been termed the social 

loafing effect; 

Social loafing refers to the fact that individuals work less hard when 

their efforts are combined with those of others, than when they are 

considered individually. When people are in teams where their work is 

less identifiable and cannot easily be evaluated, they simply make less 

effon ... it is a characteristic of human behaviour that people work less 

hard in groups than if they alone were responsible for task outcomes. 

(West 1994,3) 

Conversely, it is arguable that the branch structure also allowed individuals to 

refrain from giving their best effort, due to the isolated circumstances in which they may 

have worked, and that teams, by exposing people to the support and feedback of others, 

have encouraged people to try harder. The members of senior management interviewed 

in the previous chapter expressed belief in the value of synergy for the library service, 
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that "the whole is greater than the sum of its pans" (West 1994, 1), and despite scientific 

evidence that teams do not perform as well as their most capable individual member 

(West 1994, 4-5), teams are regarded as having had a positive effect on library 

performance. 

Team performance reveals sharp distinctions between the perceptions of staff at 

different levels. Both professional and paraprofessional staff fel t that tearns were more 

innovative than individuals working alone (57%), but surprisingly, 50% of librarians felt 

that team members were not all committed to the same goals and only 38% felt that they 

fulfilled their objectives (compared to 60% of paraprofessionals), while 38% felt that 

teams leamt from their mistakes (compared to 80% of paraprofessionals). 

As a team we have no real goals or aims, we work well together but 

mostly we seem to react to situations; no real thought where we are 

going, etc. 

Area Librarian, survey 

However 50% of librarians felt that objectives and performance were regularly reviewed 

by the teams (25% disagreed) and 63% felt that the performance of the library service 

itself had been improved by the introduction of teams. 

5.3 Librarians and Library Assistants 

Moving from the relationships within the teams to relationships between the 

staff strata, the fraught ground between professional and support staff has clearly not 

been eased by the team approach, despite the explicit intentions of senior management. 

Although the lack of official recognition of the skills and potential of library assistants 

has now been generally acknowledged and lamented by professional librarians, the 

comments appended to the survey, and expressed in interviews, demonstrated the 

continuing division between those who have attended library school and those who 

haven't 

I think it boils down to what son of personality those people are; some 

just muck in with everybody else, just because they've been to library 

school doesn't give them the opportunity to sland and look down on 

anybody, but there are cenain people whose character is that way. 

"Well I've spent all that time at library college, and I feel that I'm here 

and you're down there ..... It's personalities. Yes, there are those that are 
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like that, but you just let them get on with it, basically; I haven't got 

time for that, we're supposed to work as a team, and we're beth needed, 

professional staff and clerical staff. 

Library Assistant, interview 

The distinction between professional and non-professional did not always ease 

even at paraprofessional level, with resentment at the responsibility held by certain 

clerical staff; 

... there can be some animosity between the newly qualified professional 

staff and the clerical staff that are on Scale 4, because we haven't been 

to university basically and they don't like it!... But what you get paid 

for is the amount of experience you've got and the level of 

responsibility you carry, because a lot of the newly qualified librarians, 

they don't supervise staff for a start, they're not responsible for a 

building and everything that goes on within it, and you've got to be 

quite motivated to run a branch library ... you do take quite a similar 

level of responsibility really, but in a different way. 

Library Manager, interview 

Professional elitism still abounds; 

I think it's going, but I think that there is still that atmosphere that they 

need to safeguard their little area of expertise, just in case we might find 

out we can do it just a. well as they can; I mean I have a lot of respect 

for a lot of the librarians I've worked for, but certainly not for all of 

them! 

Ubrary Manager, interview 

One Senior Library Assistant, temporarily covering a professional post, 

criticised the barriers that prevented her from attending librarians' meetings or from 

being offered the post on a permanent basis, with the result that she was considering 

taking her skills and experience elsewhere. 

The team would be more effective if there weren't such a great divide 

between professionals and non-professionals. It is very much an Us I 
Them situation - non-professionals these days are not just clerical staff 

and are capable of making a valuable contribution to what has 

previously been regarded as "professional duties". (survey) 

Seventy-six percent of respondents considered library assistants to be underpaid 
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for the work they do (12% disagreed), and 80% of staff felt that there was no career 

path for assistants (16% disagreed). Although in theory assistants can now progress to 

Scale 3/4 as Library Managers, in reality such posts are few and far between, creating 

what Gou1ding (1996, 37) termed a "bottleneck" of capable assistants whose desires for 

progression are frustrated by the lack of appropriate posts. Many libraty assistants rrtay 

also not have the necessary mobility to apply for positions in different authorities, due to 

family responsibilities. For the majority of hard working assistants, therefore, promotion 

remains a chimera; 

There is no career path! There's none whatsoever ... there's no prospects 

in working as an assistant. You can't get promotion, you can get up to 

the top of your scale money-wise. but you don't get any more 

responsibility... you will literally never get any further... Why can't 

you be promoted on your own merit? There's no carccr path. Why 

people stay in the job for twenty years is beyond me. 

Library Assistant, interview 

For professionals also the career path has been narrowed by the flatter structural 

hierarchies team librarianship brings. as well as economic factors. Rowena Perry (1994) 

laments the fact that now managerial posts have been redesignated paraprofessional, 

there is a missing rung in the professional career ladder. with reduced opportunities for 

supervisory experience making it increasingly difficult for librarians to move to a senior 

management position. Such a situation is likely to increase professional frustration, and 

also add to the resentment felt by librarians towards paraprofessionals who they may 

believe are threatening their careers, and even the future of the profession itself; 

Is the chance of a non-professional county librarian. like the chance of a 

female bishop becoming more likely? We already have non-librarians 

responsible for library services and if young professionals are nOl given 

the chance to progress. organisations will be forced to look beyond the 

profession for the managers of the future - is that what we want? (Perry 

1994.58) 

Sixty-two percent of respondents felt that the distinction between librarians' and 

library assistants' duties was blurred; 

Particularly between librarians and SLAs. The public thinks we all 

stamp books! The roles are much more distinct in academic libl1lries. 

Librarian, survey 
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and perhaps partly because of this confusion, 48% of respondents felt that there was 

tension between librarians and library assistants (36% disagreed). 

We need to maintain some distinction between the two groups 

otherwise what is the point of me taking out a Career Development 

Loan? 
Area Ubrarian, survey 

However 36% of staff felt that the atmosphere of the library had improved since 

the introduction of the team structure (18% disagreed), but the comments showed a clear 

concern about the continuing "them and us" relationship between staff; 

There is a general "Them and Us" attitude within this library service, 

with a great deal of distinction made between librarians and library 

assistants. Indeed at one point they always had to be referred to and 

called themselves professionals. 

Senior Library Assistant, survey 

Concern was also expressed about the interpersonal skills demonstrated by 

some librarians, a professional elitism learnt at library school which carries the danger 

that librarians assume the right to assert themselves over assistants simply because of 

their qualifications; 

There is a very wide gap between librarians and assistants caused by the 

attitude of some librarians and also caused by their lack of managerial 

skills. 

Senior Ubrary Assistant, survey 

Even more disturbing, is the miscommunication over library policy that can arise 

due to a presumed subordinate relationship of assistants to librarians. One library 

assistant expressed considerable concern that policy decisions were made concerning 

front-line procedures without reference to the assistants that were expected to abide by 

and uphold them, decisions that may seem unviable to an assistant's experienced eye. 

Such situations not only implicitly deny that assistants have a valuable contribution to 

make in front-line policy matters but may also lead to resentment when that policy is 

then overruled by a senior member of staff; 

[ actually suggested full staff meetings, to stop this "them and us" 

situation which does crop up, and [ think that sometimes, senior 
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members of staff are a liule bit out of touch with what's going on in the 

public areas... They generalize and think, staff should do this, staff 

should do that, but they don't work on the desks where you have to 

take money from people, they assume it's easy and you should do this, 

but sometimes, when you ask for backup, you get liule help .. .1 think the 

classic scenario which is annoying is, you have a problem and it's find 

a senior member of staff, and there's nobody there. I think sometimes 

the library assistants feci a liule bit let down, by seniors ... and I think 

very often we feel that we're puuing our necks on the line because it's 

policy, and then they wander down and say, "oh it doesn't maner, on 

this occasion we'll make an exception for you"; and then it makes us 

look like we're really awkward, and yet we're supposed to be defending 

library policy. But you see they're so scared of what everybody above 

them is going to say to them if it gets oul, that they just buckle as soon 

as a member of the public makes a fuss ... It makes us look awful in the 

public eye. The librarians are supposed to be the people you turn to 

when you need help... we know who to go to and who not to go to, 

but you shouldn't have to think like that, they're all equal and you 

should be able to go to them all. 

Library Assistant, interview 

5.4 Satisfaction and Future Plans 

In light of the problems of participation, the potential for dishannony within 

teams, the poor career prospects and the librarian/ assistant divide, the respondents' 

opinions on job satisfaction aren't too surprising. Although the majority of professional 

and paraprofessional staff (63%) felt that their jobs had changed significantly in recent 

years, 69% of all respondents still found their jobs stimulating, while 71 % of 

paraprofessionals and 44% of professionals experienced a corresponding increase in 

stress. 

From the survey results it is clear that paraprofessionals, as a relatively new staff 

group, are the most affected by recent changes in the librdl)' environment; only 29% felt 

positive about their future in the library service, compared to 67% of librarians and 50% 

of library assistants. Although 43% of paraprofessionals were considering changing 

their job in the near future, the remaining 57% were not able to envisage working their 

way up to a more senior position as a viable option. 
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As a Senior Library Assistant my promotion prospects within the 

library service are non-existenL 

Senior Library Assistant, survey 

In consequence, although· these staff felt their jobs to be secure, they also felt that 

morale in the library service was low (57% compared to 33% of support staff and 33% 

of professionals). 

There is practically no chance of geuing a more senior position. Morale 

is not high because of the way assistants are treated by librarians. No 

encouragement is given for people to use their own 

initiative. 
Senior Library Assistant, survey 

One Senior Library Assistant expressed the position of the utterly unmotivated; 

Too many years ~in a handy job. Too many budget cuts and 

reorganizations. Book stock being sacrificed for "advances" in other 

areas - internet, CDs, etc. I just go with the flow and take the pay 

cheque - sad isn't it. (survey) 

The danger in such an attitude is that it can easily be communicated to library users, 

whose perception of the service as a whole may suffer as a result. 

In conclusion, the importance of communication, participation, non-hostile team 

and work environments and the potential to progress as an individual with the library 

service are paramount to any consideration of workplace health and effectiveness. The 

team structure promises these things in theory, but in practice matters are not so simple, 

as demonstrated by the survey responses. 
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6 : The Professional Elite 

6.1 The Team Librarianship Dilemma 

As times and needs change ... and libraries become businesses not seats 

of learning, the fonner role of the librarian will become extinct. 

Librarinn, survey 

From the original research undertaken for this study, it is clear that the tensions 

and divisions between "professional" and "non-professional" staff have, in some 

libraries, been aggravated by the team librarianship structure. Librarians, who have been 

faced with creating their own professional space within library work, have often 

attempted to do so by defining themselves against routine or clerical work, and by 

extension, against the library staff that perform such tasks. By concentrating on the 

relationships between professionals, team librarianship may have unwittingly served to 

perpetuate a professional elitism that disrupts the functioning of the whole staff team. 

This has been made worse by the national budget reductions and local authority 

reorganizations which have reduced the number of professional librarians a library can 

afford to employ and usefully deploy. Paradoxically, this has reversed the work flow of 

the previous branch structure, where librarians performed routine clerical tasks; now 

paraprofessionals, as well as assuming a managerial role, are frequently expected to 

perform professional tasks. Some library authorities now entrust the preserve of the 

librarian, the reference desk, to paraprofessionals; others expect paraprofessionals to 

participate in planning services and outreach activities, and even stock selection'! This 

has served to confuse the distinction between professional and 

paraprofessional, and as paraprofessionals encroach upon previously restricted territory, 

1 78% of library authorities that responded to the organizational structures survey asserted that 

paraprofessional staff were involved in general reference work; 17% allowed paraprofessional 

involvement in specialist reference work; 72% of authorities involved paraprofessionals at planning 

services at local level, 50% at county level, and 44% specified involvement with community projects at 

a planning or management level. Significantly, in 44% of authorities paraprofessionals were involved 

in stock selection. This data is merely indicative, but does warrant further investigation. 
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some librarians may feel that, eventually, paraprofessionals will effectively 

replace professional staff. Fear for their own survival may in turn prompt a widening of 

the psychological/social gulf between the two groups, thus creating a vicious circle of 

mistrust and resentment. 

.. .in a Faustian twist that could be viewed as the profession's ultimate 

irony, library assistants are ofwn made to feel as though they are the 

library's underclass, not by the local community, not by politicians, but 

by their own library brethren. (SI. Lifer 1995:30) 

So perhaps the fundamental question that needs be asked in any study of team 

librarianship is, will paraprofessional staff ever replace professional librarians? 

... at least half the work now done by librarians could as well be done 

by student workers, clerks, or library assistants; the last, indeed, may 

turn out to be the proverbial misereations that consume their masters. 

(Gwinup 1974:487-8) 

It is first necessary to assert that the future of librarians is in their own hands. 

Too often the stereotype of the librarian becomes a self-fulfilling prophecy - good with 

books but bad with people, librarians have failed to demonstrate their value, not only to 

their superiors, but also to their colleagues, "subordinates", and the public at large, 

leading to their professionalism being regarded as of minimal importance; 

The public considers hospitals indispensable and also nurses; considers 

schools indispensable and also teachers; considers libraries 

indispensable but not librarians. (Gwinup 1974,485) 

Clayton (1997,4) argues that, for librarians to maintain their integrity, there "is a need to 

reappraise and embrace the concept of professionalism"; he sees the reticence of 

librarians in declaring their worth not as false modesty but rather a collective victim 

mentality that undermines the profession and threatens to render it effete; 

Far too often I met librarians who did not make things happen and did 

not sell themselves to their employers. Instead, these librarians were 

looking for others to blame for things nO! happening... Too many of 

our colleagues see themselves as helpless victims rather than people 

who can affcct change. All of us face problems and frustrations in our 

work but there is a clear difference between those who strive to 

overcome these problems and those who embrace the role of victim as 
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an excuse for not trying. (Clayton 1997, 5) 

Such an attitude on the part of librarians needs to be overcome if the profession 

is to survive; if paraprofessionals demonstrate more initiative and enthusiasm than 

librarians then it is likely the ground rules for entering the professional strata will 

eventually change. In Leicestershire, local government reorganization has given the 

library service the opportunity to reassert its professionalism, which Peter Oldroyd feels 

had been undermined by a growing preoccupation with managerial activities. The 

explicit aim of the new dispensation is to "re-professionalize" the service; 

One of the agendas that we've pursued with this structure, is a 

deliberate attempt to put librarians at the front-end of the service. We 

had a choice, we could have put library supervisors or paraprofessionals 

in charge of the service at a local level, we decided not to do that, we 

decided that it was important that we had professionals there. It's now 
up to the librarians, in this system and elsewhere, to demonstrate the 
value of librarians, and this is why I want them to provide very good 

library services from all libraries ... within the policy ... .If they don't do 

that now, the next time Leicestershire's reorganized they may find that 

they're replaced by non-professionals ... 

Peter Oldroyd, l..eicestershire 

Librarians need to take up a dynamic role in the community, to demonstrate their worth 

and the worth of the specialist library services they provide. The consequences of poor 

community relations is lack of community support, which may well be a further nail in 

the coffin of librarianship; 

... our spending power is declining every year, the bookfund gets cut -

but where's the outcry? Library opening hours get cut, okay we've had 

some complaints, but where's the outcry? Where are people in the 

community saying, "We value our library, we can't do without our 
library, our librarian is important to us"? Well, why aren't they? What 

arc the librarians doing about it? 

Peter Oldroyd, Leicestershire 

It is clear that the question of whether librarians will eventually be superseded by 

paraprofessionals is not simply due to an external threat but also the weaknesses 

inherited from the branch library structure; librarians have not yet successfully absorbed 

the new philosophies of team and community librarianship into their working lives, and 

have not coordinated a coherent and committed response to the threats that face them. If . 
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the next generation of newly qualified librarians inherit the reticence and resentments of 

their established colleagues, then it is likely that many paraprofessionals will see a gap 

in the fabric of the profession which they can aspire to fill. 

However, for most library staff, this prospect still seems very distant and 

unlikely. Only 22% of librarians who responded to the opinion survey felt that they 

were likely to be replaced by library assistants, compared to 25% of paraprofessional 

staff and 11 % of support staff. Sixty-seven percent of responding librarians felt that 

library managers and assistants would never be able to provide the same quality of 

service as professional librarians, although 71 % of paraprofessional staff disagreed 

(29% neutral), and 67% of support staff recorded a "neither agree nor disagree" verdict. 

In interviews with senior management and library staff, most felt that there is a core of 

"expertise" that remains resolutely professional. 

... while the Senior Library Assistants, the people running the library, 

can do an awful lot, they can't do the inspirational or entrepreneurial 

stuff, that a librarian can. 

GeoJJrey Smith, Leicestershire 

The value of the professional qualification is a widely accepted given in the 

public library world; Bernard Haigh regards it as unlikely that paraprofessionals will 

replace librarians; 

... (not) unless you start to educate library assistants, but then you're 

going to end up with librarians, aren't you? The professional education 

that librarians have is so different and so necessary, unless you educate 

library assistants to that level as well, yes you're always going to need 

librarians. A professional education is so broad, and you do need that 

to maintain an efficient and professional library service. 

Bernard Haigh, Derby 

And John Hinks considers that "you will always need librarians to run 

libraries". 

6.2 The Concept of Professionalism 

The continuing divide between "professional" and "non-professional" staff is 

integral to the discussion of team librarianship, which is essentially a "human resources" 

68 



style of organization. If, as has already been suggested, librarians are unlikely to be 

replaced in the near future by unqualified assistants, the further question at the heart of 

the debate is what exactly does a professional librarian have that a paraprofessional 

does not, and how do we reconcile the conflicting demands of these two groups? 

Professionalism, although its characteristics are subject to debate and revision, 

can essentially be defined in two ways; there is professional status, with all its 

prerequisites and trappings, and professional attitude. Professional status, such as that 

attained by doctors, lawyers and teachers, has been defined in tenns of certain criteria: 

• the necessity to acquire an identifiable body of knowledge and range of skills; 

• the requirement that individuals must demonstrate their competence to a 

recognized peer group in order to be allowed to practice; 

• having a professional association with the power to regulate and enforce a 

professional code; 

• existing to serve rather than exploit for profit. 

In the field of librarianship, commentators and practitioners are divided as to whether it 

is a profession, a semi-profession, an aspiring profession, or merely an occupation. 

Birdsall (1980, 145) has argued that the traditional criteria of the professions are largely 

irrelevant and the current preoccupation with defining librarianship in such tenns a 

waste of valuable time and energy; instead librarians should concentrate on "getting the 

job done" (1980, 147) and seek to improve their relationship with library users, the 

effective provision of a service being the only essential criterion for true 

professionalism. Other critics have perceived librarianship to be in the throes of "de

professionalization", with cutbacks, the preponderance of bureaucracy, the rise of 

information technology, and an increasingly powerful management ideology subverting 

claims to true professional status (Freeman 1997). It is observed that librarians do not 

have autonomy as professionals; in the machinery of local government and university 

directorates, librarians are subordinate to a non-professional bureaucracy which 

appraises and directs their work (Freeman 1997,66, Nettlefold 1989,521), and perhaps 

due in part to this, librarianship has demonstrated monopolistic tendencies (Freeman 

1997,67) in an attempt to circumscribe it's universe and police its boundaries. The 

implicit hostility towards paraprofessional staff expressed through a monopolistic 

approach has been identified as a characteristic of the insecure aspiring professions, 

who resent the encroachment of others on their territory (Nettlefold 1989,523). 

69 



Whatever the eventual outcome of the debate, it is clear that librarianship is no 

longer simply a bureaucratic retreat for the shy book lover and the orderly of mind; 

through the demands of team and community librarianship, it is a career that demands 

considerable skill and commitment. Librarians now have to be skilled in communicating 

(with users, colleagues, community groups), in marketing, promotion, decision-making 

and planning, information technology, even political debate. These are important 

transferable skills, and the librarian of today needs specific qualities in order to meet the 

demands of the job. Even if we do not accept librarianship as a profession, it is at the 

very least a distinct specialism. 

But here we come to the second definition of "professional". Such a career 

demands not only skills but also the correct attitude towards those skills and towards 

the specialism of librarianship, a "combination of qualities and conduct" (Feather & 

Sturges 1997, 377). A professional attitude is one of commitment to continuing 

development (both personally and in the service as a whole), commitment to the 

customer (both potential and actual), and commitment to maintaining high standards in 

all aspects of the work. Having a professional attitude towards work is not limited to 

those who have attained professional status. Any worker who takes their work 

seriously, whether in business or service, can possess a dedicated attitude, contributing 

towards the development and reputation of their workplace - and this is what is 

commonly called "professionalism". Library assistants, who have repeatedly been 

shown in various research to possess a belief and commitment to the purpose and value 

of the library service (Goulding 1992,5,7; 1991, 95), have no less a professional attitude 

than the most experienced of librarians (Halsted & Neely 1990, 63). When debating 

the professionalism of librarianship, therefore, more attention should be paid to this 

attitudinal aspect, and consequently, more value should be placed on the hitherto 

disregarded professionalism of the library assistants. 

6.3 Education versus Experience 

In defending their inalienable right to professional status, librarians have 

essentially attempted to perpetuate a professional elitism grounded in a university 

qualification. But just how exclusive is this qualification, and how justified is this 

assertion? Even librarians with the highest academic qualifications can be merely 

average, or worse, actually doing the job; an M.A. does not necessarily make a good 

librarian. 
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... just because someone's got a piece of paper does not make them a 

good librarian, they've got 10 prove themselves as far as I'm concerned ... 

if we've got a group of well-trained, highly motivated staff, I don't care 

whether they're professional or non-professional, as long as we're giving 

the best possible service. The debate of what makes a professional 

librarian a professional librarian needs to be had; and with he 

introduction of NVQs and other types of qualification, I see no reason 

why a library assistant can't go all the way. But if you're a good 

librarian, you wouldn't have anything 10 worry about. It's only the 

ones that aren't that have something to worry about as far as I'm 

concerned. Good staff will always be employed, and I don't care 

whether they're professional or non-professional... all I'm interested in 

is recognising an individual for the potential they've got. And if at the 

minute they've got to jump through a few hoops, which is getting a 

piece of paper that says they've jumped through the hoops, then they 

will do that. But a piece of paper to me does not mean that that 

person's any better than a person that hasn't. Good staff are good staff. 

Lorraine Jubb, Lincolnshire 

Library assistants or "paraprofessionals" have nonnally been denied access or 

promotion to librarian status, on the basis of their lack of professional qualifications. 

Yet this is essentially a fonn of discrimination, as it does not allow those with restricted 

mobility (family responsibilities, financial limitations, geographical proximity to a 

library school) to progress without an artificial certification of their abilities.! The 

emphasis on professional qualifications excludes those with potential and ability from 

career progression and from making a valued contribution to the library service. When 

Maurice Line (1992) wrote his satirical and perceptive article entitled How to 

Demotivate Staff: A Brief Guide, he drew attention not only to the poor professional 

standards of some librarians but also to the professional elitism, encoded and validated 

by organizational structures, that stifles the potential of paraprofessionals; 

... a rule that posts at certain levels require a particular qualification. No 

matter how capable a person is of doing the job, if the requisite 

qualification is not held there is no chance of promotion. This ensures 

a pennanent underclass of frustrated staff. You can enhance the effect of 

this by putting particularly good unqualified staff under particularly 

incompetent qualified supervisors. (Line 1992,4) 

There may even be a case for claiming indirect sexual discrimination - as many library assistants are 

women, often with domestic responsibilities (as primary carer), their opportunities for taking 1-3 years out 

of work for study are considerably limited. 
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Defenders of the professional qualification argue that it gives librarians a more 

whole-service conception of librarianship (Goulding 1992, 11). But what exactly does 

this mean, and why aren't paraprofessionals seen as sharing this vision? Certainly the 

library qualification gives a broad, all-round grounding in the theory of librarianship, 

taking a historical and current perspective on the scope and philosophy of the service. This 

is certainly a valuable attribute for any library worker to have, as it consolidates the sense of 

value and commitment that an individual places upon the service in society and their place 

within that service. Library education has been termed a process of "acculturation" into the 

concept and values of a profession (Stueart 1989,44). Gaining a graduate or postgraduate 

degree can also intrinsically help the individual to gain a measure of intellectual maturity and 

a critical, evaluative approach towards knowledge and self-development. The 1974 

descriptive list of library staffs' respective duties was based explicitly on this assumption 

that professionally qualified staff possessed a conception of the library service that could 

not be adequately transmitted to non-qualified staff; 

... professional duties are those whose adequate performance involves the 

ability to exercise independent judgement based on an understanding of 

the principles of library service - publications and information users and 

the means by which they are brought into effective relationship. This 

understanding implies a wide knowledge of specific library techniques 

and procedures. This is not to say that specific techniques classified as 

professional cannot be taught to individuals who are not, by training, 

professional librarians. What is implied is that the adequate 

performance of the full mnge of professional duties requires professional 

judgement and a thorough understanding of the principles and 

objectives of each duty and its function in relation to the overall 

purpose of libraries. (Dulies and Responsibililies of Library Slaffs 

( 1984]) 

However the assumption that this expertise cannot be learnt outside the professional 

education has still to be qualified and justified - are we correct in the assertion that those 

without such an education lack these qualities or perceptions? The "school of life" is 

essentially undervalued in our increasingly graduate society; this country has always 

been riddled with class distinctions, and historically, a university education was regarded 

as a pathway out of one's hereditary social class. By holding such opinions we are not 

only retaining an element of class prejudice, but we are also denying the library service 

the valuable injection of initiative and enthusiasm that remains untapped in experienced 

paraprofessional staff. 
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A golden rule of personnel management states that you must always 

remember that your staff are 100% more capable than you (as manager) 

think they are. Librarians seem to be constantly surprised at the 

competence of their non-professional staff. (Baker 1986, 45) 

There are library authorities who aim to appoint on merit, not qualification. But 

it is still the accepted nonn that librarians must be professionally qualified (and some 

authorities specify chartered, to boot). But it would be valuable to the library service as 

well as its staff to appoint and promote on ability; needless to say, with the 

preponderance of new technology and new methods now in librarianship, the 

qualifications and experience of many librarians is becoming rapidly outdated. The 

attributes required for a library assistant (good communication skills, initiative, 

commitment, etc) are also those needed in librarians, even if the job is vastly different. If 

a paraprofessional has shown expertise in staff management, decision-making, and the 

provision and promotion of services, there is no reason why these transferable skills 

cannot be transferred to the librarian's duties. Increasingly paraprofessionals are 

expected to share the duties and responsibilities of librarians without the corresponding 

status, appreciation or renumeration (Goulding 1992). This role blurring has been seen 

as evidence that librarianship is not a true profession, as it does in fact call into question 

the existence of any "esoteric knowledge" that needs be validated by a professional 

qualification (Gwinup 1974, 483), and the confusion in the public mind between 

librarians and assistants has also threatened the perception of an intrinsic difference 

between the two groups (Gwinup 1974,484). 

If (the public) see a member of staff sat behind a desk they assume that 

that member of staff has a certain level of knowledge, and they call that 

being a professional. 

/.orraine Jubb, Lincolnshire 

The fact that paraprofessionals have a decision making role (Goulding 1996, 16) also 

threatens to encroach upon the concept of professional judgement, a cornerstone of the 

professional elite (Feather & Sturges 1997, 377). If it is reasonable to expect the 

traditional branch librarian to widen their role to become a team / community librarian 

then it is just as reasonable to expect library managers and Senior Library Assistants 

(filling the gap left by branch librarians) to be capable of the same. Library assistants 

with the capacity and willingness to learn and to develop should not be prevented from 

penetrating the professional strata by the restrictions of a university elite. 
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Obviously, there are standards of practice that must be maintained if 

librarianship is to hold any professionaV specialist integrity. The process of chartership, 

or an analogous process, is one way to ensure that competence is strictly monitored. 

To complement elitist degrees, an extended scheme of NVQs should be adopted and 

made easily available as an alternative route to librarianship. Currently NVQs exist in 

five levels, from the basic skills of level one to the high degree of professional 

competence required by level five; significantly, Information and Library Service NVQs 

have no level five standard available (Arundale 1996, 89). The rectification of this 

situation would enable paraprofessionals to demonstrate their competence, transferable 

skills and level of whole-service understanding; and with the emphasis of NVQs on 

providing evidence of competence, they may even prove to be more effective in weeding 

out incompetent staff than the library degree, where theory rather than practice is 

measured. There is a need to re-evaluate the skills and qualities needed in a librarian 

and to widen the opportunities for encouraging and rewarding those skills in all 

prospective librarians. 

I'm not going to say that NVQs are going to replace Library 

Association qualifications or degrees, what I'm going to say is that 

we've got to talk about the competencies people need in librarianship 

and how to achieve them. Some of the competencies that are measured 

in Library Association exams are inferred competencies. not measured 

competencies, by which I mean the ability to deal well with people, and 

so on, which is an altitude thing, but it's a key competence. I think the 

role of professional qualifications, as in every other walk of life, is 

changing all the time ... the skills have changed. 

Geoffrey Smith, l,eicestershire 

It is arguable that the newly-qualified librarian that gains a professional post without any 

prior experience of being a librarian may be at far more of a disadvantage than the 

paraprofessional temporarily covering a librarian's duties. This is not to denigrate the 

value of the professional education librarians receive or to replace it, but to provide 

alternative routes to librarianship, just as there are alternative routes to chartership; a 

library degree will still remain the fastest and most intensive route to the professional 

level. But the potential of professional training and education "on-the-job" has to be 

recognized and fostered. Thapisa's (1990, 95) concept of job redesign for library 

assistants is worthy of attention; in an attempt to reduce the "social, academic and 

structural gap" between librarians and assistants, the library assistant's job should be 

redesigned to maximize satisfaction and motivation by the creating appropriate levels of 
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participation, renumeration, autonomy and responsibility. He assens that it is necessary 

to; 

... reward the person and not the grade which one occupies, since it is the 

skills which one brings into a job that are imponant to the grade, and 

not vice versa. (Thapisa 1990, 96) 

His solution of the creation of "Autonomous Work Groups" owes a great deal to the 

theory of team librarianship, although not necessarily the practice. Library assistant 

teams are too often merely loosely structured groups with a single task identity and little 

opportunity for true team work, participation or planning. Certainly, it is becoming 

increasingly apparent that the needs of support staff are not fulfilled by team 

librarianship; 

If it is believed that work-team systems are based on the fundamental 

assumption that most individuals require psychologically fulfilling 

work lives it must be argued that library assistanlS need the same. Any 

redesign of jobs in the library which will not include everyone will be 

inequitable and, therefore, limited in scope. Job redesign should 

consider organisation-wide roles of employees and should touch every 

aspect of library and information work... To exclude library assistanlS 

from participating in work redesign schemes or projeclS, therefore, will 

be denying them a voice in the formulation of poliCies which affect 

their quality of work life. Given that people are the most important 

resource in any organisation, library managers should pay panicular 

attention to the needs of their employees without discriminating on the 

basis of status or qualification. (Thapisa 1990,99) 

The time librarians waste on defending their territory from the advances of 

paraprofessionals is time that could be better spent on the service, and it is an attitude 

that does not demonstrate professional integrity either to our colleagues or to the public 

at large. We will never convince society of the professionalism of librarians if we 

maintain such an elitist attitude; and surely, the true marker of professional status is the 

acceptance of that status by all our colleagues; 

.. .Iibmrianship suffers from too many professionals who are not prepared 

to act as such and who prefer to demand status rather than earn it Non

professionals often resent their professional colleagues because they 

cannot sec what contribution the latter are making to the work of the 
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library; the ronncr have good cause to be aggrieved in some cases. 

(Baker 1986, 59) 

By providing an alternative path of promotion and progression, we open up new 

career opportunities for para professionals. So would librarians eventually be replaced 

by paraprofessionals? It remains an unlikely prospect. "Para-Librarians" would not be 

cheaper, as the grading for a job should be based on duties and skills, not on 

qualifications. And the need to maintain standards would ensure that only the best 

paraprofessionals were selected for promotion, just as only the best librarians should be 

selected. By allowing professional status to be gained through experience and aptitude 

as well as qualification, we complete the process of renewal that team librarianship 

started and which has become essentially as restrictive as its predecessor. The time has 

come for a new conception of librarianship, a clearly defined set of skills and duties 

which are not only renumerated appropriately, but that do not remain a bureaucratic 

closed shop. 
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7 : Conclusion 

7.1 Diagnosis 

Team librarianship, following the principle of "evolution, not revolution", 

developed out of the branch system of library organization, in an attempt to address the 

perceived faults of its parent structure and to invest public libraries with an infrastructure 

for innovation. The concept of teamwork which was the underlying catalyst of this aim 

was nothing new, but by bringing this aspect of organizational dynamics to the forefront 

it was hoped that it would clarify roles and relationships and create an impetus for 

excellence in all aspects of library work. 

The explicit advantages of team librarianship - the maximization of professional 

time and skill, the fostering of professional and personal development, the creation of a 

paraprofessional career structure, and a commitment to communication and the 

community - are undeniably necessary advances for the public library service, and the 

continuing adoption of team librarianship identified through the organizational 

structures survey, and the interviews with senior management, indicate that team 

librarianship is generally regarded as a satisfactory development and an improvement on 

previous organizational systems. It is unlikely however, in the current political and 

financial climate, that the expressed aims of team librarianship have been entirely 

fulfilled. 

Shelagh Fisher's evidence for the prosecution of team librarianship was gathered 
• in 1987, exactly ten years before the research for this study. Within this last decade, her 

near-apocalyptic vision of the mass professional suicide of branch librarians has come 

to seem an extreme reaction against change. But it must be acknowledged that the 

primary obstacle encountered is the actual conversion to a team structure. Occupational 

psychologist Terry Beehr notes that organizational structures; 

... might be considered chronic stressors in the sense that they are 

consistent, long-term states of the job or organization that change only 

slowly, if at all. (Beehr 1995, 13-14) 
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The traditional branch structure of public libraries promoted an essentially role-centred 

culture; a bureaucracy of clearly defined hierarchies which maintains stability and 

security for individuals, but becomes unstable when exposed to external or internal 

change. In a rapidly changing environment for public services, team librarianship has 

attempted to impose a task-centred structure onto a role-orientated culture. Task 

structures are project-orientated, with multiple lines of communication, espousing the 

principles of delegation and decentralization; again, these flourish in times of safety, but 

are subject to revision and a reassertion of management control in times of uncertainty. 

The incompatibility of a task structure and a role culture inhibits structural growth and 

damages the established organizational culture. It is therefore important not only to 

design a structure that takes account of the human dimension of work, but also to handle 

restructuring with care if the satisfaction and motivation of the workforce is to be 

maintained. It is all too easy for management to assume that resistance to change is due 

to apathy or stubbornness on the part of the individual; 

It is axiomatic that personnel in many institutions, panicularly those 

who have acquired a patina of moss, are not favorable to change. 

(Sager 1982, 44) 

and while this may be true in some cases, resistance to change increases to direct 

proportion to the organizational mismanagement of change. This resistance is not a 

shortcoming or flaw on the part of bad staff; 

Why do employees resist change? Primarily because they fear the 

unknown. That is, they feel anxiety about how the change will affect 

them, their job performance, their relationship with other employees, and 

other job related factors. In fact, psychologists say that fear of the 

unknown is a rational, rather than an irrational, response to change. 

(Baker 1989,53) 

Cephas Odini categorizes this rational reaction into systematic and behavioral resistance; 

----~ 

Systematic resistance arises from lack of appropriate knowledge, 

information, skills and management capacity. Bchavioral resistance 

derives from the reactions, perceptions and assumptions of individuals 

or groups in the organisation. So one is cognitive and the other 

emotional. An emotionally based resistance such as low trust is much 

more difficult to handle than a lack of information or misunderstanding 

of facts. (Odini 1990, 8) 
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The perpetuation and consolidation of organizational pathologies occurs when 

systematic resistance is misconstrued as behavioral resistance, ie. the fault of individual 

personalities rather than a failing on the part of management to effectively plan for 

change. Management may just tolerate, ignore or condemn resistance rather than 

attempt to analyze and understand it; and left untreated, systematic resistance can evolve 

into behavioral resistance, when staff lose faith in management effectiveness and this 

perception becomes integrated into the organizational culture. The unilateral imposition 

of a team structure, whether actual or perceived, directly contravenes the participative 

basis of team librarianship, and it is unsurprising that library authorities who adopt this 

approach to change management fail to secure the commitment of their staff; the 

motivations of management become suspect as their integrity is weakened. 

Even a more conscientious approach to facilitating change has to be a thorough 

and applied policy on the part of management; just a slight miscalculation or omission 

can cause subversive repercussions. Clear and concise, but comprehensive, information 

about change must be provided to all staff, regardless of status, both well in advance of 

change and during the actual change process; two-way feedback should also be 

facilitated throughout, including the subsequent adjustment period. Management should 

be responsive to employee's questions and concerns and operate a consistent policy of 

explaining the reasoning behind decisions; Baker (1989, 56) notes the findings of 

research which indicate that staff respond more favourably to change, even negative 

change, the more clarifying information they receive from the outset. The ineptitude of 

management in structural change may result in the demonising of those who have been 

let down by the communication, participation, and support networks within the 

organization. Where resistance to team librarianship is encountered, management 

should not scapegoat the traditional branch librarian, but examine their own assumptions 

and actions, as somewhere along the line there has likely been a failure to transmit the 

essence of team philosophy and the practicalities of its effective operation. 

However, the single most divisive problem that has been encountered with the 

team structure is the creation of a gulf between professional and support staff. By 

concentrating on the relationship between professionals, the integrated teams of the 

branch Structure have been neglected and conflict has arisen between different grades of 
staff; 

... there is nothing new about teams and it is imponant that the emphasis 

on professional teams does not destroy the integrated one-library learn 

79 



spirit of various grades of staff working together... (Brewer 1979.45) 

In some libraries however, this is precisely what has happened. The separation of 

professional and non-professional duties and the creation of separate systems of line 

management and hierarchy has in effect created a dual staffing system, often with poor 

lines of communication due to the peripatetic nature of the librarians' role. A "Them and 

Us" culture has been created, which has a damaging effect on the library service as a 

whole, including service delivery. The disorientating effects of change, combined with 

the rise of the para professional, has also created insecurity and hence resentment 

amongst some professionals who perceive their position and their profession as under 

threat. This fear of replacement has been generally defused as the realities of a poor 

paraprofessional career structure, and cutbacks and consequent retrenchment have 

resulted in a reaffirmation of the bureaucratic hierarchy, but the resentment has an 

unfortunate tendency to linger. 

This lack of a career structure, for both professionals and support staff, is a 

further serious defect; 

No adequate career structure for junior I middle level professionals can 

be dangerous... as well as unfortunate because it results in staff 

stagnating in one job years afler they should have moved on. Trapped, 

with no room for professional development they become disillusioned 

and bored and cease to put the effort and enthusiasm they should into 

their work. The result is not only discontented. dried-up staff but also 

a static. inward looking service and that bodes ill for the future. (Luke 

1984.64-5) 

Although the career structure for paraprofessionals has ostensibly been improved by the 

creation of Senior Library Assistant and managerial posts, in practice there are few 

available, and little scope for further advancement without a professional library 

qualification. For professionals, the lack of supervisory / managerial experience may 

hamper their progression to a senior level, and with the delayering effect of teams, there 

are fewer strata through which to rise, meaning a game of musical chairs as more 

professionals chase after fewer posi tions. 

Ultimately, the potential of a team structure has been curbed by the climate of 

cutbacks that has plagued the public library service over the last twenty years. 

Involvement in the community and new initiatives are limited by the lack of resources. At 
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times of retrenchment, there is a greater tendency for organizations to assen tighter 

control over resources meaning a return to centralization (especially in stock selection) 

and the creation of a bureaucracy charged with cost-cutting and control. 

... there was this thing whereby you had to be assigned to more than 

one team, and what we were going to do, was do it on a rota and change 

everybody round. And so after six months, you'd be put on another 

team, so in the end you were supposed to go to every team we had. But 

something seems to have gone wrong in that everybody's just stayed 

static; some people have joined other teams, but then it's just stopped ... 

Library Assistant, interview 

All this can lead to a negative organizational culture, a demotivating and restrictive 

environment which fears change and resists innovation; at its worst ebb, team 

librarianship becomes a bureaucratic hierarchy as restrictive as its predecessor. 

Bureaucracy is our baseline... traditionally libraries arc highly 

bureaucratic organizations and ... librarianship is a bureaucratized 

profession... The history of library organization is concerned both 

with evolution away from the bureaucratic baseline and with the 

persistence of bureaucratic characteristics, capable of deforming new 

structures and frustrating new management strategies and 

techniques. (lones 1984,8) 

7.2 Team Therapy 

So what is the future for team librarianship? It has undoubtedly been a positive 

force for change in the public library service, although tempered by financial restraint, 

and despite the problems it has posed it has thrust the library service and profession 

forward by drawing attention to important issues that need to be addressed. But team 

librarianship is only another evolutionary step for library organization, not the final 

stage; as the new tradition in library organization, it is ripe for renewal. 

Groups there must be. Individuals must be coordinated and their skills 

and abilities meshed and merged. But let us not be mesmerized. Let us 

realize that a proper understanding of groups will demonstrate how 

difficult they are to manage. Let us pay more attention to their creation 

and be more realistic about their outcomes. (Handy 1985, 184) 
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The terms used to describe this particular system are revealing. Team 

librarianship, by its professional emphasis, has created problems in the relationship 

between librarians and assistants; the term team management, already widely used, is a 

more encompassing concept and points the way to the next evolutionary stage. 

Organizational theorist Charles Handy remarked upon the significance of groups within 

the workplace; 

[Groups are) necessary in order to provide a psychological home for the 

individual. They are essential to the organization effectiveness in that 

they provide the cells within the honeycomb. (Handy 1985, 160) 

Teamwork in libraries is likely to remain the basis for structural organization for the 

foreseeable future, but the emphasis will have to be on the effective management of the 

tearn culture in order to maximize their potential and to smooth the problems that have 

already arisen in the first stage . 

... a badly organised, badly led, badly motivated team is far worse than a 

rigid hierarchy; but a well-led, well-motivated, well-organised team 

outperforms any other form of organisation. (Smith & Houghton 1991, 

52) 

West (1994, 93) noted that there were four essential organizational resources 

needed to ensure effective teamwork. These were a reward system, an educational 

system, and information system, and material resources, Library authorities must pay 

close attention to these aspects in their efforts to manage the team culture, The reward 

system should encourage the promotion on merit of all library staff, regardless of 

academic qualifications; promote the policy and practice of participation,' again 

throughout all staff strata; and aim to give staff more intrinsically interesting tasks by 

allowing more individual input into the service and breaking down barriers between the 

professional and non-professional duties. The educational system should be made 

wider and more accessible, so that NVQs and other training can be given better status, 

and the bureaucracies of the professional elite dismantled. The information system 

should be coordinated through a management policy of communication, and should 

encourage participation where feasible. 

Material resources, often the most problematic element for public libraries, are 

the key to development; it is clear from the research that a shortage of resources 
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adversely affects teamwork, which is a demanding method of organization. 

Paradoxically, despite the fears of some librarians to the contrary, teamwork necessitates 

more librarians, not less; in times of shortage smaller libraries miss out on the full 

provision of professional resources. Putting librarians back into smaller libraries, which 

can be perceived as a return to the basics of the branch structure, is the logical next step 

as librarians need to be involved in service delivery; increasing the numbers of librarians 

would ensure that there was adequate coverage across the whole authority, and more 

expertise available for innovative work. Whether these librarians would be 

professionally qualified or promoted on merit from the paraprofessional level is a 

question that needs serious consideration. Team librarianship has not only demonstrated 

the potential of librarians, it has also demonstrated the potential of paraprofessionals, 

who likewise deserve to be given the opportunity to excel. 

7.3 The Future of Teams in Leicestershire 

As a mature team system, Leicestershire's Library and Infonnation Service is 

currently demonstrating the next evolutionary step in structural organization. The 

appointment of Peter Oldroyd as Leicestershire Library Service's Director has given the 

county the opportunity to iron out the creases in its parent structure and adapt its 

principles to a new set of circumstances. The 1997 Reorganization has stripped 

Leicestershire of Rutland and the city of Leicester, and the new structure is an attempt to 

reorganize the teams of the 1970s into a 1990s context, again with the aim to 

"revitalize"! a disrupted service. John Hinks asserts that this new structure has 

"diluted" the team concept more than ever before in Leicestershire, with the focus now 

on "interdisciplinary" teams rather than teams of professional Hbrarians, and expresses 

reservations about any library authority implementing the kind of team librarianship 

originally adopted by Leicestershire, which was a product of its time and the thinking of 

1970s management culture. 

Peter Oldroyd identifies four specific problems in the team librarianship 

structure experienced by Leicestershire; 

• The increasing pressure on resources which curbed development; 

the period (1970s-80s) was characterised by an increasing pressure on 

Interview with Geoffrey Smith, 30th May 1997 
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resources, almost from the outset the service came under pressure from 

resources, the need to reduce expenditure, to countenance a declining 

spending power ... progressively, the amount of staff we had available to 

us declined, reductions had to be made both on the professional side 

and the non-professional side, and the important thing was to keep 

these things in gear. It was no good having all these professional 

teams, all these librarians around the place and not enough people to 

keep the libraries open, but equally it was no good having a 

professional agenda, and not having enough librarians to service that 

agenda. So there was a balancing act taking place all the time. 

Peter Oldroyd, Leicestershire 

• Although Leicestershire continued to develop specialist services, such as ethnic 

minority, urban and rural services, the struggle against retrenchment meant that 

the basics of the li brary service suffered; 

... specialist services were being delivered to a very high standard; but 

the general service that the majority of people were getting from their 

local public library was not to the standard to which we felt we ought 

to aspire. This manifested itself in a variety of ways, it manifested 

itself in some of the basics of the service, the look of the service when 

you went into a library, the response that you got through some of the 

clerical assistants, the request service... and so on. The bookstocks 

were perhaps not as good as even with declining resources they should 

have been, and there was evidence that stock management was perhaps 

not being given the priority it should have, and it was being neglected 

at the expense of some of the more specialist services and so on. 

Peter Oldroyd, Leicestershire 

• The professionalism of li brarians, their traditional skills, were being jeopardized 

by an ascendant management culture; 

... there has been a time, and I think we're perhaps moving out of that 

now, when librarians coming into libraries saw themselves as managers 

rather than librarians, and the librarian on the first rung of the 

professional ladder expected to have a budget, and possibly some staff 

to manage ... that was fine in the time when resources were sufficient for 

us to be able to tolerate that, but as resources have declined, we really 

have had to focus on service delivery ... I think that we've caught the 

situation in time, but I think that we were in danger of not changing 

sufficiently to respond to the situation that we found ourselves in. It 

was partly the fact I think that we were becoming over management 
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oriemated, that's not to say that I believe management isn't important, I 

think it is, but I do believe that if it's possible to isolate the 

management function from the professional function - I think it is -

you've got to get the proportions right, you've got to look at your 

organization, the size of the organization and the activity of the 

organization, and you've got to say, how much management does this 

organization need, and how much professional activity, and you've got 

to get those in the right proportions. 

Peter Oldroyd, Leicestershire 

• The culture of the team system was suffering from a lack of cohesion between 

professional and support staff; 

One of the intrinsic problems with team librarianship is not so much on 

the team side, but on the non-professional side, was getting people to 

Lake any son of pride in the service being provided from their library ... 

Some of the library assistants felt they were undermined all the while 

by these relatively invisible librarians. 

Peter Oldroyd, l-eicestershire 

In determining the workings of a new organizational structure for Leicestershire 

in response to these perceived problems, the express aim is to counteract the effects of 

the creation of a management culture; 

What we've done I believe, is reduced the management proportion of 

activity ... and I'm trying to increase the professional. What we're trying 

to do now is to re-professionalise the service; Leicestershire's always 

had a very high professional standard.... we've tried to son of squccze 

(the management function), and liberate more professional activity in 

what we're doing now ... 

Peter Oldroyd, l-eicestershire 

This professional reorientation will be achieved by creating "Level A Libraries" -

... .Iibraries where anybody could expect to go and to find the full range 

of services that Leicestershire libraries offer and to find them at the 

highest possible professional level. 

Peter Oldroyd, Leicestershire 

Six such libraries will have in place a professional team which comprises top specialists, 

professionals and managers; and importantly, the "non-professional" staff will also be 
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regarded as pan of the team. In addition to providing specialist resources for the whole 

county, the Level A teams also maintain a community role. The rest of the county has 

been divided into library groups ("bigger than we would like, because of staffing 

levels"2) with a GrQup Librarian in charge of each, supported by another librarian and a 

library supervisor. The group staff, both professional and non-professional, are in 

effect the delivery tearn; 

One of the key things to what we've got now is that the librarians are 

actually on the ground, they're based in the libraries - I mean there's not 

a librarian based at every library obviously - but the group librarians are 

based at their group headquarters, so the librarians are dispersed, they're 

not all concentrated in the Level A libraries. 

Peter Oldroyd, Leicestershire 

From the point of view of organizational efficiency, putting librarians back into the 

libraries with a distinct community role will reduce the amount of time, money and 

confusion caused by libraries being served by several librarians at once 3; and bringing 

professional staff closer to smaller libraries and closer to support staff is an attempt to 

alleviate the tension that can be created by the professional/non-professional divide. 

What we've got now isn't absolutely team librarianship, but we've got a 

different sort of team ... not a professional team ... we've moved away 

from a tearn librarian approach to a team approach, which is more geared 

to overall service delivery. 

Peter Oldroyd, Leicestershire 

The identification of teamworking as a whole service approach for the continuing 

development of the library service necessitates a reaffirmation of a people-orientated 

culture, and Leicestershire has placed this responsibility at the hean of its organization; 

... speaking about the new dispensation, we are proposing to invest a 

lot in fostering the right sort of culture. It manifests itself in things as 

simple and straightforward as communication, involvement, 

consultation, and listening ..... One of the features of our current Slructure 

is to get people to take pride in what they're doing, and to feel that 

they've got a valid contribution to make ... The Group Librarian really 

has got to be some sort of animateur, going round and expressing 

2 Interview with Peter Oldroyd, 18th June 1997. 

3 Interview with Bemard Haigh, 16th June 1997. 
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confidence in the slaff, ensuring that they're trained and well-motivated, 

ensuring that their skills are valuable and used .... One of the key things 

is to ensure that people like the library assistants have the confidence to 

know how far they can go, have the confidence to know that we will 

support them in promoting the library service, but equally, being 

confident enough to say, "well I'm not sure about that, I'll have to ask 

so and so to come and have a word with you or to give you a ring" ... 

What we're now trying to foster is that this library assistant feels part of 

a team... A confident approach and a committed approach, and one 

where they feel part of the tearn rather than separate fTOm the team. 

Peter Oldroyd, Leicestershire 

To this end Leicestershire proposes a commitment to training, an effort to foster 

staff involvement in professional associations, and a series of seminars in which a cross

section of professional and non-professional staff will be encouraged to take a dynamic 

role in the development of the service . 

... the managemenlteam (are) trying to drive things forward, trying to 

drive a concept and a vision forward, but inviting them (the SlafO to 

participate; and that's the culture - it's a changing culture and a changed 

culture and frankly, it's not that easy because people suddenly are 

finding themselves invited to participate in a way that they haven't 

always been invited to participate in the past.... people were very 

protective of their role, over the years the boundaries around 

everybody's individual role had hardened, and people were very 

protective of their areas of responsibility, and I think that led to a 

reluclance to participate rather than a willingness to participate, and 

what we've tried to do is to throw the whole thing open and to get an 

open feel to the thing; everybody has a role, everybody has a value, 

everybody's invited to participate, and it's 100 early to tell ... whether or 

not it's working... That's necessary because otherwise, people will go 

back into their burrows, won't they? 

Peter Oldroyd, Leicestershire 

Career-wise, the introduction of non-professional teams may make supervisory 

posts more satisfactory as the opportunities for genuine participation in decision

making are improved. Professional librarians meanwhile have more levels through 

which to progress - group librarian, senior group librarian, and district librarian. But the 

drawback to the flatter team structure, the lack of career progression, needs to be 

balanced with the need of individuals for a sense of achievement through climbing the 

career scale. With time, staff could again become too comfortable in their new roles and 
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the flexibility of the team structure could be compromised, but the new structure 

delineated by Leicestershire is a response to local circumstances and as the 

circumstances change, so the structure should be prepared to adapt. 

* 

In conclusion, the team librarianship structure has not been without its 

drawbacks, but it has been a necessary evolutionary advance from the branch structure. 

Now however, in the aftermath of the 1997 Local Government Reorganization, it has 

become the New Tradition of library organization, and the time and opportunity has 

come for re-assessment. The team concept has a positive future in the library service, 

but only if it actively encompasses support staff and its culture is properly appreciated 

and managed. 
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Appendix 1. 

ORGANIZATIONAL STRUCTURES SURVEY 

This swvey aims to detennine the types of organizational structures currently in existence in public 

libraries in England, and to forecast likely future trends in the restructuring of county library 

services. 

Please complete the questionnaire by ticking the appropriate answers and by specifying 

details where requested. If you wish to add further information or comments about your 

organizational structure, or any comments about this questionnaire, please feel free to do 

so. 

Organizational Structure 

1. How would you define the current organizational structure of the County / City Library Service? 

Branch Matrix Team 

_ Other (please specify) _____ _ 

2. How would you define the current management style of the County I City Library Service? 

Consultative Hierarchical _ Participative 

_ Other (please specify) ___ _ 

3. How long has the current organizational structure been in place? 

_____ years ( ____ months) 

4. How would you define the previous organizational structure? 

Branch Matrix Team 

_ Other (please specify) 
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5. How would you describe your satisfaction with the current structure? 

Very satisfied 

Moderately satisfied, but there are some problems needing attention 

Not satisfied, there are major problems needing attention 

Other 

Please comment: 

6. What would you say are the major advantages to your current organizational structure? 

7. What would you say are the major disadvantages to your current organizational structure? 

8. Have you recently, or are you currently, reviewing or planning to review your existing 

organizational structure? 

Yes No 

If yes please give brief details: 

9. Have you any plans to implement, or are you in the process of implementing, an alternative 

organizational structure? 

Yes No 

If yes please give brief details: 
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Staff 

10. How has the number of staff in each category listed below changed in the last five years / since 

the last restructure? 

• Professional Staff Increase Decrease _ Stayed the same 

• Paraprofessional Staff Increase Decrease _ Stayed the same 

• Support Staff Increase Decrease _ Stayed the same 

11. Which of the following duties are assumed by paraprofessional as well as professional staff? 

_ supervisory responsibility for a service point 

_ supervisory responsibility for other staff 

_ responsibility for the appointment and discipline of staff 

_ general reference work 

_ specialist reference work 

_ involvement with community projects at a planning or management level 

_ involvement with planning services at a local level 

_ involvement with planning services at a county level 

stock selection 

Please give details of any other senior duties performed by paraprofessional staff: 

12. Would you be willing for your library service to act as a case study for further research in this 

project? 

Yes No 

PLEASE RETURN THIS QUESTIONNAIRE IN THE SSAE PROVIDED BY MONDAY 

12TH MAY 1997. 

Many thanks for your time and cooperation, Joanne Senniu. 

97 



Appendix 2 

Structural and Cultural Effects of Team Librarianship 

Senior Management Perspective: Interview Questions 

A : Structure 

1. What would you say are the essential characteristics of a team-based organizational 

structure in the County / City Library Service? 

2. Why did your library service choose a team-based structure? What were the pragmatic 

reasons behind such a choice? 

3. What are the major advantages of team librarianship in your library service? 

4. What kinds of problems have you experienced in (implementing) a team structure? 

5. Do you think team librarianship was introduced as a response to external change or as a 

catalyst for internal change? 

6. In the face of local authority cutbacks and reorganization, and increasing competition 

from the private sector, how has the team structure adapted to a changing environment? 

7. How were the principles of decentralization and delegation affected during times of 

external pressure on the organization? 

8. Has the team structure lived up to expectations? 

9. Do you think that teams have a long-term viability in libraries? 

10. What are your future plans regarding your organizational structure? 
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B : Culture 

11. Have career opponunities for professional and non-professional staff been improved 

by a team approach? 

12. Have you encountered any difficulties with deploying professional librarians on a 

peripetetic basis? 

13. How are the smaller branch libraries in your area staffed? 

14. How has your organization invested in its internal culture? 

15. What effects has teamworking had on job satisfaction and motivation? 

16. How do you ensure and maintain staff commitment to team goals and values? 

17. How would you describe the relationship between professional and non-professional 

staff? 

18. Would the County I City library service appoint an unqualified but experienced I 
capable person as a librarian, or is a professional qualification essential? 

19. Do you think that professional librarians will ever be replaced by "non-professional" 

staff? 

20. How far has structural planning taken account of (theories of) group psychology I 
dynamics, and organizational behaviour? 

21. How feasible is a truly participative management style? 

22. What would you say are the main reasons a team structure has (not) worked for your 

library service? 
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Additional Questions - Leicestershire 

1. John Hinks - When you became County Librarian, did you make any modifications to 

Geoffrey Smith's model of a team structure? 

2. Richard Barlow has argued that Leicestershire retained a hierarchical structure as well as 

operating a participative team structure (in reference to book selection which became 

centralised at County HQ). Would you agree with this, and if so, what effects did it have? 

3. Barlow also proposed a "structural-cultural unity" for organizational planning. How far 

do you think Leicestershire achieved this? 

4. Peter Oldroyd - Team librarianship is essentially meant to be a flexible and evolutionary 

approach to library service management. Looking back at team librarianship In 

Leicestershire over the last twenty years, how has it changed or evolved? 

5. Peter Oldroyd - What are the essential characteristics or principles of the new 

organizational structure in Leicestershire? 
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Appendix 3 
LffiRARY STAFF OPINION SURVEY 

This survey is part of an M.A. dissertation study at Loughborough University, and 
aims to determine how library staff feel about the current trend for teamworking in 
public libraries. 
Please take 10 -15 minutes to complete the questionnaire and return it in the envelope 
provided, by FRIDAY 27th JUNE. 
All information you provide will be confidential and used for statistical purposes 
only. 
As this is an opinion survey, any comments you would like to make concerning any of 
the points raised here or your work at the Library generally, will be very valuable to 
this research. All comments will be treated anonymously, and used to provide 
qualitative data. They will not be attributed in any way to you individually, or to the 
library authority in which you work. Space has been provided for comments at the 
end of each section - please feel free to add further comments on a separate piece of 
paper if necessary. 

**************************************************************** 
A. PERSONAL DETAILS 

I. Current position I job title: ____________ _ 

2. Full-Time [ 1 Part-Time [ 1 

3. How long have you worked for this library service? ____ _ 

4. How long have you held your current post? _______ _ 

5. How many teams are you a regular member of? 

**************************************************************** 
If you are a member of more than one team, please choose the team in which you spend 
the most time I effort, and record your immediate response to each of the following 
statements on a scale of 1-5, by circling the appropriate number. 

1= strongly agree, 2= agree, 3=neither agree nor disagree, 4= disagree, 5= strongly 
disagree. 

If you feel that your response for an alternative team would be very different to that of 
your primary team, please ynderline the appropriate response; or, add comments 
where possible. 

**************************************************************** 
B. CHANGING TO A TEAM STRUCTURE 

I. I feel involved in the discussions and decisions made in this 
organization 1 2 3 4 5 

2. This organization encourages its staff to participate in decision-
making 1 2 3 4 5 

3. This organization only claims to be participative 1 2 3 4 5 

4. I am usually informed about how and why decisions are made 1 2 3 4 5 
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5. I am usually informed about how decisions will affect me I 2 3 4 5 

6. Senior management impose changes on us rather than listening 
to our opinion I 2 3 4 5 

7. We were given the right training at the right time I 2 3 4 5 

8. I feel as if I'm working in the dark a lot of the time I 2 3 4 5 

9. I am given regular opportunities for ongoing training I 2 3 4 5 

IO.There is too much bureaucracy and red tape in this library service I 2 3 4 5 

11. There are clear lines of communication within this organization I 2 3 4 5 

12. This library places more value on routines and regulations than 
on the people it serves I 2 3 4 5 

13. Generally, we have a good relationship with senior management I 2 3 4 5 

14. We weren't given adequate information to cope with 
change effectively I 2 3 4 5 

15. I have a clear understanding of my role and responsibilities I 2 3 4 5 

Please comment: 

C. TEAMWORKING 

l.Teams allow librarians to spend more time doing professional I 2 3 4 5 
work 

2. Too much of my work is repetitive and routine I 2 3 4 5 

3. Through teamwork, I am constantly leaming new skills and 
expanding old ones 1 2 3 4 5 

4. I spend too much time in meetings 1 2 3 4 5 

5. Working in a team gives me a positive sense of achievement 1 2 3 4 5 

6. Teams allow people to avoid taking responsibility for decisions 
or mistakes I 2 3 4 5 

7. My colleagues give me valuable support and feedback on my 
work 1 2 3 4 5 

8. Teamwork is just a management fad 1 2 3 4 5 
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9. Initiative is very important in my job 1 2 3 4 5 

10. I am given opportunities to manage I supervise other staff. 1 2 3 4 5 

1l. Teams are more innovative than individuals working alone 1 2 3 4 5 

12. Teams are just a new hierarchy 1 2 3 4 5 

13. I feel that I am a respected and valued member of the team 1 2 3 4 5 

14. Some team members are more equal than others 1 2 3 4 5 

15. I enjoy working in a team 1 2 3 4 5 

16. Not every member of the team pulls their weight 1 2 3 4 5 

17. Relationships between team members are normally positive 1 2 3 4 5 

18. There is often rivalry between team members 1 2 3 4 5 

19. Criticism of each other is constructive, never personal 1 2 3 4 5 

20. Teams have become cliques rather than working groups 1 2 3 4 5 

2l. Conflict is a sign of a healthy team 1 2 3 4 5 

22. You have to watch your back in this team 1 2 3 4 5 

23. I understand the team's goals and values 1 2 3 4 5 

24. The team has no clear sense of direction 1 2 3 4 5 

25. We are all committed to the same goals 1 2 3 4 5 

26. We are very competitive with other teams 1 2 3 4 5 

27. I find it easy to voice my opinion in the team 1 2 3 4 5 

28. I lose my own identity in a team 1 2 3 4 5 

29. Our team fulfills its objectives 1 2 3 4 5 

30. Our team contributes to the development of the library service 1 2 3 4 5 

31. The performance of the library has improved since we started 
working in teams 1 2 3 4 5 

32. The atmosphere of the library has improved since we started 
working in teams 1 2 3 4 5 

33. Teamwork encourages cooperation amongst colleagues 1 2 3 4 5 

34. Our team learns from its mistakes 1 2 3 4 5 

35. Our team regularly reviews its objectives and performance 1 2 3 4 5 
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36. Team members willingly share infoI1TIation and expertise 

37. The team welcomes outside opinions 

38. Teams have improved my social contact at work 

Please comment: 

D. LIBRARIANS AND LIBRARY ASSISTANTS 

1. Library assistants are underpaid for the work they do 

2. There is tension between librarians and library assistants here 

3. There is a clear career path for library assistants in this service 

4. Library users may feel more comfortable approaching library 
assistants for infoI1TIation than librarians 

5. Librarians will eventually be replaced by library assistants and 
managers 

6. Library assistants and managers will never be able to provide 
the same quality of service as professional librarians 

7. The distinction between librarians' and library assistants' duties 
is blurred 

Please comment: 

E. SATISFACTION AND FUTURE PLANS 

1. My job has changed a lot recently 

2. I find my job stimulating 

3. I find my job increasingly stressful 

4. I feel generally positive about my future in the library service 

5. I plan to look for another job in the near future 
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I 2 3 4 5 

I 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 



6. I hope to work my way up to a more senior position 

7. I don't feel that my job is secure 

8. Morale here is generally high 

Please comment: 

With many thanks for your time and cooperation, 

1 2 3 4 5 

1 2 3 4 5 

1 2 3 4 5 

J.C. Sennitt @ Loughborough University 
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Appentlix4 

Library Staff Interview Questions 

• Clarification: What exactly is your role in this library service? 

How long have you worked for this library service? 

• Librarians : 

What are the major advantages of a team structure? 

What kinds of problems have you encountered with a team structure? 

What effects has team librarianship had on the service given to library users? 

Do you think that teams have a long-term viability in libraries? 

What do you think about the emphasis given to specialist I community work 

in this library service? 

• What does teamworking connibute to your working life? 

variety of challenging or interesting work 

opportunities to learn new skills 

job satisfaction and motivation 

a sense of achievement 

encourages initiative 

• How would you describe the relationships between team members? 

there is a sense of equality 

there is a supportive / cooperative atmosphere 

there is a tendency towards conflict 

it is a clique rather than a team 

• What do you think of your team's performance? 

the team has a clear sense of direction 

team members are committed to the same goals and values 

the team competes with other teams 

the team fUlfils its objectives 

the team regularly reviews its performance 

the team accepts and encourages criticism 

the team learns from its mistakes 

the team contributes to the development of the library service 
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• Do teams have a positive or negative effect on the library service? 

• What effects have teams had on the atmosphere in this library service? 

• How would you describe the relationship between professional and support staff? 

• How would you describe the relationship between library staff and senior 

management? 

• During the restructuring process, do you feel that you were given all the information 

you needed to adjust to the new structure and a new way of working? 

• Do you get the opportunity to participate in decision-making in this library service? 

• Do you get any opportunity to express your feelings to senior staff about your job, 

and changes in the serVice? 

• How would you describe the level of communication in this library service? 

• Do you think that this service is bureaucratic? 

• How do you feel generally about the training you receive? 

• During the restructuring process, were you given adequate training for change? 

• Do you think that librarians will eventually be replaced by library assistants? 

• Are your roles and responsibilities clearly defined? 

• Do you think you have a clear career path in this library service? 

• Do you find your job satisfying / motivating? 

• What are your plans for the future? 
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