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Abstract

The aim of this paper is to briefly discuss theuissments of the position
of library director in the information society, ngiSweden in 2012 as an example.
Three recruitment ads in Sweden for the positiofiboéry director were studied.
Emerging terms are discussed briefly and concludéngarks made.
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Introduction

Sweden is one of the so-called information socetie that is,
societies in which to information is rapidly accekng. Such societies
could be also conceived of as mobile societiesormétion is at your
fingertips at any time, in any place. However, miation alone cannot
supply an entire country with its livelihood, of wse. The value of
information lies more in the use to which it is .pit) “Knowledge” is often
construed as a more refined asset derived fronrnivdgton. Libraries are

50



Studii de Biblioteconomie i Stiinta Informarii / Library and Information Science Research, Nr. 16/2012

important institutions for the sharing of inforn@ti and knowledge in a
society. In fact, one could say that the idea @irisly is a modern way of
looking of information.

Public libraries are highly regarded in Sweden. yThepresent an
established value in society: 85 percent of Swedesider that libraries are
key elements of a properly functioning society. A2the same time, library
use is on the decline. (3) These are contradiatesults. People’s respect
for libraries’ capabilities is not reflected in thactual behavior, according
to these studies.

The challenge facing the library is obvious, butvhexactly are
library directors positioned in this modern infotmoa landscape? What
types of requirements are attached to this positiémd what types of
requirementshouldbe attached to the position? Finding the answeheo
latter question would require that a survey be cotetl. That is not the aim
of this brief introductory paper. This paper takesexploratory approach to
the subject in the light of three position vacaaeyouncements published
in Sweden in 2012.

The method employed here will be to examine theursnent ads
from the perspective of a general frame of undedstey. The frame of
understanding, which is based on Hernon (4) angéssbn (5), and on the
Bolman and Deals model of leadership (6), will besgnted first. Next, the
position vacancy announcements advertisementsbeiljuoted in full text
(in English translation). Finally, these variougrakents will discussed and
integrated in a summary of the discussion.

Frames of understanding

L eader ship/management

The concept of leadership differs from the cona#phanagement.
Bryson defines the difference between leadershipp@posed to
management, as follows:

“...the process by which a person or a group triesnftuence the tasks
or behaviors of others towards a final and requiredtcome. It is a social
influence process within organizations in that itotimates others to do
something that is required to achieve corporate lgobeadership differs from
management in that management directs both humdman-human resources
towards a goal, whereas leadership is concerned witating a vision that
people can aspire tb.
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Based on this definition one could argue that Wprdirectors are
both leaders and managers, since they are expéctetigage both the
human and the non-human resources in creating vahey are responsible
for the library’s human, technical and financiatoarces, and also for the
social capital that libraries handle — that is, sleeial dimension of library
activities in terms of equal access, inclusion anchmunity-building, as
discussed by Hillenbrand. (7) In addition, thedity director is expected to
create a vision for the library on higher levelteof in collaboration with
politicians or an executive board.

Four frames of leadership

Hernon (8) has studied the process of becoming\eetsity library
director. The perspective he applies is that oftessful candidates who
have recently accepted a directorship. While thisadt the main focus of
this paper, Hernon’s work places the position vagaannouncements in a
wider context and clarifies their meaning from phant of view of acting
directors. One of the questions Hernon posed was wind of leadership
did the successful candidates think the organinatieeded, in terms of a
four-framework model.

Hernon (9) applied the theoretical framework of tber leadership
styles defined by Bolman and Deal (10). The Bolribeal model provides
a tool by which to approach leadership through fdiffierent frameworks.
Each of these frameworks is also associated witerseral metaphorical
role.

The four frameworks are the structural framewoike thuman
resource framework, the political framework andgimbolic framework:

Structural Framework (the bureaucrat)

The structural framework emphasizes efficiency affdctiveness.
Structural leaders make the rational decisions ewgployees, and strive to
achieve organizational goals and objectives throwglrdination and
control. They value accountability and critical bsas.

Specialization and division of labor are used toéase performance
levels. Problems in performance may result in vestiring.
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Human Resource Framework (the democrat)

The human resource framework emphasizes the indilidduman
resource leaders value camaraderie and harmorheiwork environment,
and strive to achieve organizational goals thromglaningful and satisfying
work. They recognize human needs and the importariceongruence
between the individual and the organization.

Political Framework (the politician)

The political framework emphasizes competition.itiall leaders
value practicality and authenticity, and striveathieve organizational goals
through negotiation and compromise.

They recognize the diversity of individuals ancemests, and compete
for scarce resources regardless of conflict. Pas\en important resource.

Symbolic Framework (the visionary)

The symbolic framework emphasizes meaning. Symbleléders
value the subjective, and strive to achieve orgditmal goals through
interpretative rituals and ceremonies. They recgrthat symbols give
individuals meaning, and provide direction towaathiaving organizational
purpose. They recognize unity and a strong culiacemission.

The Hernon study found that the directors mentiomé&n resource
aspects most, followed by structural aspects. Syimbad political aspects
were mentioned infrequently. The directors musty pllisparate roles
simultaneously: in Hernon’s words, “a library direccis both a leader and a
follower at the institutional level’. That is ond the reasons that the
position is often referred to here with a slasheader/manager.”

As Hernon also stresses, an exploratory study Iragations,
naturally. One limitation is that the hiring prose®r the job-application
process, is quite complicated in that several @#sr are involved. This
paper aims to expand on the theme, rather thampiaia it, which would
require larger amounts of data.

The vacancy position announcements

The focal point of this paper is the recruitmens.adelgesson (11)
recently studied the development of recruitment adsa historical
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perspective in Sweden. She argues that they catestt special genre. The
factors that influence the recruitment ad are teesgns who create the
announcement (the client, the writers, the desgnand the readers (job-
seekers, employed persons, customers). A relairafhmutual courtesy
exists between these two groups, which also affégesad. Conventions,
laws, media and technical aspects are other dritazors. All of these
factors are part of the fabric of society, and ofirse there are trends in
organizations as well. Helgesson observed thataicerthanges have
occurred in the genre:

— Information about the employer has become an almos
compulsory element of the ad.

— Throughout the period, the most common way of desw the
employer is as “large, leading and expansive.”

—The aspect that is changing the most is the viewhef ideal
candidate and of the “good employer.”

The conclusions are also interesting to keep indmvhen reading
the ads reproduced here — not only in terms oftytpes of leaders sought,
but also in terms of the way in which the emplogegsents itself and the
context in which the desired leader is placed.

Three job ads for Library Director in Sweden

Three position vacancy announcements were seleétethree are
or have been in process during the writing of gaper. They provide insight
into the expectations on library directors in a erodinformation society.

Position 1: Unit director/manager (published October 2012)

“The Culture and Recreation sector includes abalt @mployees. The
sector comprises three main areas: Meals, Builditaintenance Service, and
Culture and Recreation. The Culture and Recreasiector is responsible for
providing open-access meeting facilities for alesgn the form of libraries, a
neighborhood citizens’ office, afterschool activitgnters, subsidies for sports
associations, special-focus cultural schools, etc.

East Gothenburg is seeking a Sector Manager tce§gonsible for the
sector’s libraries and neighborhood citizens’ afic The libraries, which are in
Bergsjon, Gamlestaden and Kortedala, have a widetam of books, newspapers,
magazines, and other media, in many languageslififagies prioritize IT access,
reading promotion initiatives in collaboration witihe schools, and library services
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for adult students. The libraries will play a kegterin upcoming dialogues with
residents in conjunction with the projected newtural center being built by the
City of Gothenburg in the Bergsjon district. Theghdorhood citizens’ office, in
Bergsjon, helps the residents of all of the digriby providing information,
advice, and general guidance in navigating pubBoes.

As Sector Manager for the libraries and the neighdad citizens’ office
you will be responsible for developing and leadihg operations of the sector, on
the basis of established political aims, with aonamphasis on collaboration with
residents and employees. You will have a particedgponsibility for ensuring,
together with your colleagues, that a comprehensutok permeates the sector.
You will also be responsible for initiating anddng development issues within
the district, in cooperation with internal and ertd collaborators. You will
cooperate closely with the City Library and Cultéw@ministration, and participate
in citywide networks to develop and streamline kbgred issues.

You will lead and coach your staff, and promote deselopment of their
skills and abilities. You will be responsible ftyetquality assurance of operations and
results. Your duties will also include follow-umadysis, and long-term planning.

We are looking for a Sector Manager for the litwariand the
neighborhood citizens’ office to lead and develog dperations in a goal-oriented
manner. You have an ability to cooperate, are a gammmunicator and have a
feeling for what motivates and engages your co-ex@kYou are interested in and
have the ability to promote your operations. Youeha relevant higher education
in library science and the culture sector or in sather suitable field.”

Position I1: Chief Librarian and Director of IT Services (published in

November 2012)

The institution, a university college, has appraadety 25,000 students. Its
academic and research culture is multidisciplinprgblem-oriented and focused on
socially relevant areas of study and research.if$tgution comprises the following
five faculties and academic areas: Health and 8odilture and Society, Learning
and Society, the Faculty of Dentistry, and Techgpland Society.

The Library and IT Services unit (in Swedish, “B)T’ls an integrated
whole that actively participates in the developmehtthe institution’s learning
environment and operates as a central hub forrirdtion provision and IT service.
Its operations have grown substantially over th& few years and demand for its
services continues to increase. As an innovatidebaundary-transcending part of
the institution’s academic and research environmeitrary and IT Services is
required to provide students and faculty with ampkources with which to meet
to society's demands and development potential. rbhe of Library and IT
Services involves developing and operating scientinformation provision,
providing tools for utilizing information and commigations technology, and
promoting the development of students’, teacherssearchers’ and other
employees’ information competence. Library and Brn&es is a well-established
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organization whose staff take responsibility fosules and participate in the
development of the operations. The organizationetilily has about 90 employees.

The role of the Chief Librarian and Director of Services is to manage
and drive the development of the organization icoetance with institution-wide
strategies and visions. The overall aim is to dsitrategic development in sensitive
dialogue with the academic establishment and shavggbort functions, while
simultaneously managing day-to-day operations. Mdsthe development areas
are in the field of learning and research supp@sti will be part of the chancellor's
executive team and will therefore contribute to thevelopment of the entire
university college. The Chief Librarian and Directd IT Services will represent
the university college nationally on library andoirmation provision issues. A key
aspect of the job is to lead, to inspire, and tnmte the development of the skills
and abilities of library and IT staff. You will beesponsible for budget and for
recruitment to the unit. You will be actively inveld in systematic work
environment initiatives, cooperation with unionsgassues of equal treatment and
equal opportunity.

You hold a university degree and have a broad wtaleding of and
interest in library and IT issues. Experience ckgech or development work in IT
or information provision is a merit. You should bapersonal experience of
managing a large organization, ideally from a kremgle-based organization, and
of national-level collaboration. You should alsosdaxperience of strategic work
in digital information provision and of driving argizational development.

To assure your success in meeting the demandssgbdkition, we expect
you to be visionary in your strategic work, drivimgyour management style, and
clear, communicative and empathic in your leadershile.

Position I 11: Faculty Librarian (published in November 2012)

Faculty Librarian

The Faculties of the Humanities and Theology haventegrated library
organization, the Humanities and Theology Librarf&sT-Biblioteken™), which
currently comprises six physical units. Planninguigler way to amalgamate and
relocate five of these units when the Humanities Bhneology faculties are brought
together in two new complexes in 2014—the existirmgpguage and Literature
Centre, which contains a library unit, and the Iparew-built and partly renovated
LUX in the adjacent block, where the faculties’athibrary unit will be housed. The
Humanities and Theology Libraries cooperate clogatly the other libraries of Lund
University (the LUB network). The Humanities ande®logy Libraries have 18
employees and a balance-sheet total of approxiynateK 28 million.

Duties
The Faculty Librarian, who reports directly to thean of the Humanities

and Theology Faculties, is the Head of the Humesigind Theology Libraries and
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has budget and personnel responsibility. The mositinvolves day-to-day
management as well as long-term operational dewetop There is currently a
particular emphasis on the planning for the refocato LUX. This will entail a
new set of conditions for the operations, which dethboth innovative thinking
and respect for employees’ and users’ views andsadéhe Faculty Librarian must
have an interest in personnel issues, as well asbdity to manage change,
coupled with strong initiative, innovative thinkingnd sensitivity.

The Humanities and Theology Libraries were credtedssure a high,
consistent library standard with an efficient amdfgssional level of service and
appropriate environmental analysis for the Humasitind Theology faculties, and
this continues to be the guiding principle of thee@tions. The operations of the
Humanities and Theology Libraries have both anrirgkefocus — the libraries’
primary user groups (students, teachers and résarén the Humanities and
Theology faculties) — and an external focus — otparts of the university
(primarily the LUB network), other library organtzans, and, to a certain extent,
the general public. The Faculty Librarian must lideato weigh and balance
competing interests and integrate different openatiin a strategically well-
planned and financially responsible manner, to@hithe required standard. For
the Humanities and Theology faculties, it is pafacly important that the needs
for traditional print media, for adaptation to dajidevelopment, and for access to
completely new media resources be balanced in anenabhoth realistic and
suitable for the operations.

Desirable qualifications

* University education in library and informationessce or the equivalent.

» Experience of and thorough understanding of pralclilorary work,
including teaching, collections development, andrgdic communication.

« Thorough familiarity with the operations of Swedighiversities.

Knowledge of the subject areas subsumed by the Histicaand Theological
faculties would be a merit.

Discussion

Frames based on positions I, Il and I

Position t

Structural framework: responsibility, prioritizing IT access, reading
promotion, cooperation, information, advice anddgumice on general public
issues, quality assurance, goal-directed

Human resource framework: co-contributing citizens and staff,
dialogue with citizens, leading and coaching
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Political framework: to drive development and lead operations
towards achievement of political goals; co-conttitbg residents and staff

Symbolic framework: a holistic view, participation in networks in
order to develop and streamline key shared conceand interest in
marketing and possession of marketing skills

The first position includes all the frameworks.dertain cases, the
placement could reasonable involve several framesvas do the below
positions. The selection made here is mainly tonppaut some key
expectations. The surrounding context describesptbstion, of course.
This position is in the public cultural sector, atieé aim is to serve all
residents generally. Still, the clearly articulatpdlitical goals remain
relevant: IT access and reading promotion.

Position II.

Structural framework: pursuit of development and a driving force
on the operational level, an integrated unit; psmn of tools for
information access

Human resource framework: to lead, to inspire, and to promote the
development of the skills and abilities of libraapd IT staff, information
competence for students, teachers, researcherothed staff, empathic,
clear, communicative

Political framework: to drive strategic development in sensitive
dialogue with stakeholders

Symbolic framework: innovative and boundary-transcending, ample
resources with which to meet needs, visionary,onati representation on
library and information provision issues

Position III:

Structural framework: responsibility for staff and budget, long-term
planning, efficacy, business intelligence

Human resource framework: innovative thinking, respect for
library users and staff

Palitical framework: balancing competing interests, achieving
balance between traditional media and digital media

Symbolic framework: to be able to lead change process

Positions Il and Ill are from the context of highetucation. While
the frameworks can be identified, the narrativédtedi Position 1l focuses
more on the political and symbolic frameworks feadership. IT also is
emphasized, even as part of the position itsel&itlea 11l focuses on
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leading a change process (relocation, resourcedjileWhe structural
framework is emphasized, so is the need for palis&ills and for striking a
balance between traditional and digital media.

Conclusions

The four leadership frameworks constitute a theémakimodel for
understanding different leadership roles and famsti In the three positions
discussed, IT is a prominent factor — one thatlmponsidered as a goal in
itself (IT access), as a desirable skill for eveyao have, and as an
adaptation process from print to digital medialeefng a need for balanced
and realistic leadership. In this light, there msangoing process in which
leadership/management is expected to add valuermst of IT use in
libraries. Additionally, the capacity to generateavative and adaptive
solutions is also considered desirable.

As put forth by Helgesson (12), the ads constituseparate genre,
and a link in a chain. From the point of the cliadtwriter, however, the
three positions described in this paper also suggeslitical and symbolic
framework. As Hernon (13) found, these framewonksreot frequent. This
could be understood in several ways — for exantpé#,the client is also the
employer that wants to attract leaders (manageith) avbroader vision and
sense of mission. It could also can be a signith&weden the symbolic
and political frameworks for libraries as instiarts are firmly established,
as shown by Hoglund and Wahlstrom (14). In the rmiation society,
however, the concept of information competencentsyrt well-established,
because the transition from print to digital mediangoing. Perhaps that is
also reflected in the declining trend of librargitors. In that sense the need
for innovative directors is logical: the servicexldhe need for them exists,
but nowadays there are more ways to access infamathe profile of the
ideal library director appears to be not only tbatthe bureaucrat and
democrat, but also that of the politician and tigownary. One explanation
could be that IT has transformed the position dibeary director in this
direction.
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