Strategic Planning as a Catalyst

for Change in the 1990s
Meredith Butler and Hiram Davis

If research libraries are to have desirable futures, they will have to create them.
Strategic planning can assist library administrators in assessing their environ-
ments, identifying alternative futures, and creating change in their organiza-
tions. It can also serve as a vehicle to empower library staff and to increase the
library's external visibility. Two recently appointed research library directors
of ARL libraries discuss the importance of strategic planning and offer several
examples of ways to engage library staff, university faculty, administrators,
and students in the planning process. The expected outcomes of such a group
process will be library plans which are relevant to the institution, which relate
decisions to resources and opportunities, and which increase visibility for the

library on campus and in the community.

~ n A Raisin in the Sun, Lorraine
Hansberry’s character, Beneatha,
@, presents a disturbing image of
=x2=4" the human condition: “Don’t
you see there isn’t any real progress,
Asagali, there is only one large circle that
we march in, around and around, each
of us with our own little picture—in
front of us—our own little mirage that
we think is the future.”' Some would
argue that Beneatha’s pessimistic judg-
ment about the inability of humans to
see “the big picture” and the circular
nature of human progress accurately de-
scribes the condition of today’s institu-
tions of higher education. Erosion of
public confidence in higher education
and continuing dramatic reductions in
fiscal support severely limit opportuni-
ties for educational renewal, growth,
and change at this critical juncture in our
nation’s industrial and technological
development. Nowhere are these limited
opportunities more immediately felt than
in the nation’s research libraries because

théy are, by definition, concerned with
“the big picture” and because their pro-
gress is most immediately affected by
fiscal conditions. Today’s academic
librarians may not be marching around
in a circle, but we surely feel that we are
running on a treadmill. As we librarians
struggle mightily to maintain forward mo-
mentum, we are continuously pressed
back by the relentless pressures exerting
force in the opposing direction.

For those of us leading academic li-
braries in the 1990s, the forces pressing us
back include budgetary reductions, rap-
idly rising costs, reduced staffing, increas-
ing complexity, escalating demands, and a
national temper that has lost patience
with higher education—some might say,
a national temper that has lost faith in
the value of higher education. Pushing
us forward is the vision of a technologi-
cally enhanced future which will allow
fundamentally different approaches to
teaching and learning and will enrich
the research enterprise. As we run on our
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treadmill, trying to cope with these op-
posing pressures, realities, and visions,
we are turning increasingly to strategic
planning as a powerful management
tool to help us analyze, reconcile, and
integrate disparate and often conflict-
ing individual images of the future into
a coherent, compelling, and shared vision
toward which we can progress with opti-
mism, vigor, and conviction.

The accelerating rate of change and
the increasing complexity of our pro-
fessional environments in the past ten
years make it no accident that strategic
planning came into its own in academic
libraries and professional associations
during this same period. The literature
on strategic planning in the business
world is extensive and rich. The litera-
ture on strategic planning as it applies to
higher education and, more particularly,
to academic libraries has been slower to
emerge but has been developing rapidly
in the past five years. In the late 1970s
and early 1980s, authors like Robert
Cope, Philip Kotler and Patrick Murphy,
George Keller, and Richard Jonsen took
the basics of strategic planning, as de-
fined in a standard work like George
Steiner’s Strategic Planning: What Every
Manager Must Know, and applied them to
higher education.? These articles defined
the characteristics of strategic planning,
discussed how it could be implemented,
related it to organizational environment
and the allocation of resources, and laid the
foundation for strategic planning in higher
education. Building on this foundation, ar-
ticles by Charles McClure, James Healey,
and Richard Lenz et al. began to focus on
the importance of planning for academic
libraries.’ These authors defined strategic
planning and compared it to other types
of planning. They described each stage
of the planning process, provided strate-
gies for implementation, and advised on
the development of effective group
processes and the strategic thinking
skills of library managers.

By mid-decade, articles on strategic
planning and its application to library
management were growing in number
and scope. Elizabeth Wood, in a for-
ward-looking article, showed how the
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basic principles of marketing and strategic
market planning might be applied to li-
braries as a response to the issue of lib
survival.! In 1984, Donald Riggs produced
the first handbook devoted exclusively to
strategic planning in libraries to “pro-
vide general and procedural informa-
tion on how to go about adopting
strategic planning into the library man-
agement construct.”® In 1985, Barbara
Moran provided a brief overview of
strategic planning and its application in
libraries and made reference to an ARL
SPEC Kit survey of members’ plan-
ning efforts which evaluated these planning
documents as primarily “descriptive” with
“some strategic features.”®

If librarians and their libraries are

to benefit fully from strategic plan-
ning, they must first understand and
confront the environment in which
they work and in which libraries exist.

A 1987 study paper by Mark Meredith
et al. provided guidance on the ways in
which strategic planning differed from
other types of planning and reported re-
sults of a survey of one hundred higher
education institutions that showed a
“smaller proportion of institutions than
previously indicated appear to be actually
conducting strategic planning.”” Peter F.
Drucker, whose 1974 book Management:
Tasks, Responsibilities, Practices, served as a
primary textbook for many library admin-
istrators interested in planning, empha-
sized the necessary connection between
strategic planning, innovation, and entre-
preneurshipin his 1985 publicationonentre-
preneurs and creativity.® Robert A. Hayes
stressed the need for strategic plans to
focus on quality rather than quantity, to
focus on a set of activities and goals to be
pursued rather than things to be counted.’
Robert C. Shirley provided helpful
gmdance for the novice planner in the

of case studies."

Ida Vincent raised questions about the
applicability or the “fit” of the strategic
planning model to libraries and offered
six case studies to illustrate her conten-




tion that libraries may lack the requisite
autonomy, power, and funding stability
that the strategic planning process re-
quires. Vincent concluded that “the most
valuable outcome of a strategic planning
exercise is not the planning documents
which result, or even the process of ex-
amination and re-examination of objec-
tives and activities, but rather the
attitudes and habits of mind which the
exercise requires and can help to develop.”
She called this “a planning mentality.”" In
a 1987 article, Riggs stressed the connec-
tion between strategic planning and entre-
preneurship in library management, the
need to plan for calculated risks and to
develop contingencies. Riggs assigned
the library director an essential role in
strategic planning in both providing
leadership to the planning effort and
creating and fostering “a management
climate that encourages innovation and
change.””? In a later article, Riggs
broadened his focus on strategic plan-
ning and reminded library leaders to fac-
tor in the benefits of networks in their
institutional planning.” A 1990 article by
Rick B. Forsman underscored the impor-
tance of organizational and employee
values in a strategic plan. “By acknowl-
edging values and making an effort to
blend them into the plan itself, the chances
of successful and timely completion are
increased.”™

A recent and excellent addition to the
literature on strategic planning in higher
education is the special issue of the Jour-
nal of Library Administration which con-
tains a series of articles on strategic
planning in academic institutions and
their libraries.” Articles discuss aspects
of strategic planning in institutions as
various as the University of lowa, Wayne
State University, the University of Cin-
cinnati, and The Pennsylvania State Uni-
versity. Of considerable interest in this
collection are the diverse views on plan-
ning as seen through the eyes of college
and university presidents, campus plan-
ners, and librarians. The articles by
James Rosser and James Penrod and by
Gordon Eaton and Jean Adams illustrate
the importance of presidential leader-
ship in institutional planning, while
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Nancy L. Eaton discusses how the li-
brary might be integrated into an ongo-
ing institutional planning process. Beth
Shapiro describes an institution with a
well-developed planning process that
most often overlooked the library or in-
cluded only top library administration
in key discussions. As a result, the institu-
tion’s collective vision statement was unin-
formed by the knowledge and wise counsel
librarians could have contributed, and

Strategic planning processes create
opportunities for staff at all levels of
the organization to inform themselves
about the organization and its
environment and empowers them

to work creatively.

library staff were unprepared to make
difficult choices between competing pro-
grammatic priorities or decisions about
budgetary reallocations. Nancy Cline
and Salvatore Meringolo trace the evolu-
tionary planning process at Penn State
and discuss the impact of planning on
the organization in an institution where
planning is closely tied to resource alloca-
tion. In short, this special issue of The Jour-
nal of Library Administration is an excellent
point of departure for any researcher ex-
ploring the diversity of approaches to
strategic planning in higher education.
Equally useful is the recent article by
Bonnie Gratch and Elizabeth Wood
which not only details the planning
process undertaken by the library at
Bowling Green State University but also
provides information about the im-
plementation of the plan, its effects on
library operations, and a candid assess-
ment of the plan’s impact in its first year
with suggestions for revision and im-
provements.'® A recent article by Brice G.
Hobrock reminds us that strategic plan-
ning, however, is not without serious
consequences. Hobrock underscores the
importance of strategic planning for or-
ganizations where resources are declin-
ing and reminds readers that all choices
are choices among alternatives compet-
ing for resources and that the effect of
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strategic choices is to eliminate or mod-
ify existing programs and reallocate re-
sources to new programs seen as more
facilitating of future success.”

These and other examples in the litera-
ture attest that, in 1991, strategic plan-
ning has come into its own in institutions
of higher education and their academic
libraries. While the literature on strategic
planning is growing and becoming richer
in both content and variety of approach
and example, many issues have yet to be
examined and many areas of research
have still to be explored.

Unlike many of the articles discussed
above, this article moves away from the
usual focus on what strategic planning is
and how anacademic library does strategic
planning. It explores why strategic plan-
ning is important and why it is particularly
important to engage in strategic planning
in periods of austerity or rapid change.
The authors will discuss the benefits to the
organization and the library staff to be
derived from the planning process, and
equally, if not more importantly, how
strategic planning may influence some of
the political realities faced by most aca-
demic libraries and their directors.

THE CULTURE OF THE RESEARCH
INSTITUTION AND ITS LIBRARY

As is evident from the literature,
higher education has adopted strategic
planning with enthusiasm and, in the
past decade, many colleges and univer-
sities have used the processes of strategic
planning to help chart their future direc-
tions and position themselves to best
advantage. Many academic libraries have
also engaged in formal strategic planning
processes, often with the assistance
of staff from the Association of Research
Libraries” Office of Management Services
or other knowledgeable library profession-
als. Examples of ARL libraries which have
completed strategic planning processes re-
cently and have made their plans widely
available include the libraries of the Mas-
sachusetts Institute of Technology,
Rutgers, Brown University, Wayne State,
the University of Tennessee, the Univer-
sity at Albany, State University of New
York, and Michigan State University.

September 1992

While many librarians are attempting to
manage strategically and are trying to
position their libraries to function more
strategically, what does it all mean? Why
is strategic planning important, and
what benefits may be derived from what
is, after all, a difficult and enormously
time-consuming process? The authors
hope to answer these questions in the sec-
ond part of this article and to illustrate
their answers with examples from their
own experiences of strategic planning.

If librarians and their libraries are to
benefit fully from strategic planning,
they must first understand and confront
the environment in which they workand
in which libraries exist. Perhaps the
greatest strength of strategic planning is
that it provides a process whereby li-
brary administration and staff can ana-
lyze their environment and relate the
results of their analysis to organizational
goals, objectives, and future plans.

It has been argued that, organization-
ally, academic institutions are among the
most complex structures in modern
society.® In his 1988 book, A Free and
Ordered Space, A. Bartlett Giamatti asserts:
“American institutions in general and
those for higher education in particular
have been coping, but they have not
adapted to changing times, and they are
no longer perceived as leading.”"” Gia-
matti makes the distinction between
being competently managed and being
led. He sees leadership as an essentially
moral act in which the leader asserts a
vision of the future and has the intellec-
tual energy to persuade others of the
validity of that vision.*® When leader-
ship and common agreement on a
desired vision of the future are lacking
in higher education, the void is most
immediately felt in the academic library.
The academic institution provides the
setting, impetus, and model for the
structural organization of the library,
and the latter must conduct its functions
with respect to and within the culture of
the larger academic environment. The
academic library, similar to other organi-
zations, is dependent on its environment
for its survival, its resources, and the
definition of its mission and objectives.




At the same time, the parent institutions
present academic libraries with perhaps
their greatest problems and challenges.
For example, Michael Cohen and James
March have characterized the academic
environment as an “organized anarchy,”
and point out that such institutions have
multidimensional and problematic goals,
inadequate information technology, fluid
participation, and turbulent environments.”!
Other significant characteristics of academic
environments can include outdated hierar-
chical structures, organizational fragmenta-
tion, sexism, racism, significant demographic
shifts in the composition of student popula-
tions, competitiveness, high personnel costs
and labor intensive practices, and economic
stringencies. Thus, within the academic cul-
ture, academic libraries occupy, according to
Keller, special “hazardous zones”—marked
by unprecedented changes and adjust-
ments, growing expectations, turbulent en-
vironments, increasing austerity, and
uncertainty about the future.”

The political reality for mostacademic
libraries is that while there is a great deal
of institutional rhetoric espousing the cen-
trality of libraries to teaching, research,
and learning, libraries are often excluded
from policy decisions that have major im-
pact on their services, funding, or staff.
Ample evidence from experience and
from the library literature indicate that re-
search libraries, their directors, and their
librarians often suffer frombenign neglect,
a lack of contact with upper-level admin-
istrators, and a lack of access to the upper
levels of the academic power structure.?
University administrators may think
well of the library, but they don’t think
about it often, and they frequently over-
look it when developing plans and de-
termining strategies for the future. The
challenge then is how to thrive in this
kind of environment.

THE IMPORTANCE OF
STRATEGIC PLANNING
Active engagement in the institution’s
planning and policy-setting processes has
particular importance for today’s aca-
demic libraries. Strategic planning pro-
vides library directors and their staffs
with an excellent process for addressing
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policy vacuums and for overcoming
some political limitations and organiza-
tional barriers. It is a process that shifts
the library, both organizationally and
functionally, from a reactive mode of
coping with the present to a proactive
mode of envisioning and moving toward
a clearly defined and desired future. It
requires both staff and administrators to
think strategically about the future and
to choose from among many possible
alternatives and competing pressures
only those strategic choices that are con-
sonant with institutional and external
opportunities, and only those choices
that maximize resources and move the
organization most efficiently toward its
goals and toward a viable future.

Strategic planning assists the library
in being responsive to constituent and
organizational needs in order to develop
strategies sufficiently flexible to take advan-
tage of today’s unprecedented confusion of
opportunities. In fact, successful strategic
planning can help libraries develop and
maintain a strategic fit among resources, or-
ganizational needs, and the changing op-
portunities in their environments.

A successful strategic planning process
also requires the active participation of
many library staff and faculty, staff, and
student constituents. Healey and others
note the value of using group process as
a means of involving staff in planning
and decision making and the benefits
derived for the organization.* Academic
libraries are complex organizations with
interlocking and interdependent opera-
tions. They must rely on shared expertise
and group problem solving if they are to
operate with increased effectiveness and
achieve their goals. Strategic planning
processes create opportunities for staff at
all levels of the organization to inform them-
selves about the organization and its en-
vironment and such processes empower
them to work creatively and cooperatively
to choose effective strategies and reach
common agreement about goals.

Strategic planning also provides won-
derful public relations opportunities and
can serve as the vehicle for moving the
library more dynamically into the univer-
sity environment. For example, it can set
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the stage for engaging university officials,
faculty, and other major stakeholders in
discussions about institutional policies
and priorities for library resources and
services. Active engagement of campus
faculty and administrators in discus-
sions about library plans and services is
especially important in times of fiscal
austerity and in environments character-
ized by fierce competition for limited
resources. Such discussions can lead to a
new consensus or reaffirmation of the
significance of the library’s role within
the academic environment. This is espe-
cially important as academic libraries
move to a new paradigm of electronic
storage and access in order to remain
viable information systems in the
twenty-first century.

Perhaps one of the most important
benefits of strategic planning is the op-
portunity to do environmental analysis
or scanning. J. William Pfeiffer identified
five distinct and overlapping environ-
ments which must be taken into account:
the macro environment, the industry en-
vironment, the competitive environment,
the customer environment, and the or-
ganization’s internal environment.® Or-
ganizational survival is directly tied to the
need to be aware of what is happening in
all these environments. Given the wide
range of existing campus and library is-
sues (e.g., changing demographics, fund-
ing accountability, curriculum revisions,
internationalism, diversity, aging physical
plants and equipment, emerging informa-
tion technologies, to mention a few), li-
braries and library administrators need to
be especially aware of and responsive to
their organizational environments. They
also need to assist other academic col-
leagues to understand the very complex
and rapid changes taking place in the
library and information industry. In-
depth examination of each of these en-
vironments and related factors can
provide substantial information and data
to position the library more strategically
within the larger academic environment.

Environmental scanning can be an
enormously enriching process. First, it
serves as a reality check and helps to
underscore institutional goals and objec-
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tives and, more importantly, institu-
tional priorities. Careful environmental
analysis answers such questions as:
What academic programs are well sup-
? What programs are exempted
m budget reductions? What new facili-
ties are being built or remodeled? What is
the nature of key institutional appoint-
ments and promotionsat faculty and admin-
istrative levels? Environmental scanning
also highlights emerging trends and issues
and can serve to identify opportunities,
competitors, and potential partners. Fi-
nally,environmental scanning provides a
mechanism for relating library plans and
goalsto those of the institution. However,
a note of caution is in order. En-
vironmental scanning is not a one-time
function. It should become an integral
part of the way in which the library con-
ducts its business and must be done on
a cyclical basis to be an effective part of
a strategic planning process.

LIBRARY EMPOWERMENT

Strategic planning has been particu-
larly successful and empowering for two
academic libraries that have recently
completed the process, the libraries of Mi-
chigan State University (MSU) and the li-
braries of the University at Albany, State
University of New York (SUNY). When
Michigan State University Libraries
launched its year-long strategic planning
initiative, the process was structured to
change (or perhaps more realistically, to
influence) the external and internal cul-
ture in which the MSU Libraries
operated. The intent was to implement
change strategies that would benefit the
university, the faculty, the users, and the
library. The goal was to integrate the li-
brary into the university’s ongoing
strategic planning process. The library
deliberately involved others in
decisions about the library’s future. In so
doing, the library staff gained a better un-
derstanding of its external environment; at
the same time, others gained better insight
into the library’s internal environment. The
process resulted in enhanced visibility for
the library and produced substantial infor-
mation and data for better positioning
the library within the university. MSU




Libraries’ strategic planning served as
an excellent reality check. First, it helped
staff learn about institutional priorities.
Second, ithighlighted emerging trendsand
issues and assisted staff in recognizing op-
portunities, assessing the strength of com-
petitors, and identifying potential partners.
Third, it provided a mechanism for identify-
ing and clarifying library goals and plans
and relating those goals and plans to
those of the institution.

Strategic planning at the University at
Albany, SUNY, proved to be similarly
empowering. Although the university
and the university library had engaged
for many years in a well-developed cam-
puswide planning process in which every
department, school, and college prepared
a five-year plan with annual updates, the
planning was a top-down administrative
process. Plans were not shared among
schools and colleges, each unit planned
independently with little outside consulta-
tion or coordination, and little opportunity
existed for staff and faculty involvement.
Library planning was an internally fo-
cused process done with minimal con-
sultation with faculty, students, or staff,
and little correlation between planning
priorities and budget allocations. Since
strategic planning requires a thorough
examination and analysis of challenges
and opportunities posed by the external
environment, the lack of a comprehen-
sive environmental scan was a serious
weakness of these plans.

Albany’s fifteen-month strategic plan-
ning process was designed to address
these weaknesses: to involve library
staff, campus faculty, and administra-
tors; to do a thorough environmental
analysis and internal assessment; to set
goals and priorities and relate them to
the budget; to inform the library’s public
of plans and priorities; to increase the vis-
ibility of the library, its staff, and services
within the university and the community;
and to foster a more forward-looking en-
vironment in which change was seen as
necessary and positive.

STRATEGIC EXECUTION

Much of the benefit of strategic plan-
ning is derived from the careful execution
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of a well-developed and strategically
sound process. Robert H. Waterman, Jr.,
underscored this point in his article,
“The Seven Elements of Strategic Fit,”
when he asserted that “a good strategy
is not synonymous with a doable one.
Nor is a doable strategy synonymous
with a good one. The challenge is to find
a good doable strategy.”? To assist his
readers in determining whether a partic-
ular strategy is doable, Waterman
offered a planning framework which he
called the 7S Framework: strategy, struc-
ture, systems, style, staff, skills, and
shared values (see appendix A). Water-
man believed that all of these interde-
pendent factors must be taken into
consideration in strategic planning if the
process is to be successful. Given the
wide range of existing campus chal-
lenges facing academic libraries, librari-
ans are confronted with the necessity of
making major changes in their organiza-
tion’s culture, their organization’s struc-
ture, and, perhaps, in its shared values.
They require not only new strategies, but
doable ones. Illustrated below are some
of the strategies used in the strategic
planning processes of both the MSU Li-
braries and the SUNY Albany libraries
which proved to be both doable and
successful. Both libraries took the seven
elements of strategic fit into considera-
tion in their planning processes.
Albany built its strategic planning
process around a series of events that
served as vehicles to involve many people
in the process. These events also served to
focus and strengthen the process and to
foster group solidarity. The first event was
a catered “working dinner” hosted by
members of the strategic planning com-
mittee and held in an elegant setting to
acknowledge both the value placed on
everyone’s commitment of time and
energy and the significance of the under-
taking. The university’s vice presidents
and the director of university planning
were invited to discuss environmental
trends in higher education and their
plans and goals for the institution. The
evening was very interactive. Members
of the strategic planning committee read
campus planning documents prior to the
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event and were prepared to ask ques-
tions, raise issues, and integrate library
concerns into broader campus planning.
This dinner was followed by a series of
scheduled individual and small-group
interviews with university deans, direc-
tors, and leading campus faculty as com-
mittee members gathered data for the
environmental scan and used each meet-
ing to highlight library issues and plans.
In many cases, these meetings were the
first opportunity faculty and librarians
had ever taken to engage in substantive
conversation about faculty needs and in-
terests and library services and plans.
Another event, a day-long seminar on
strategic planning cotaught by the direc-
tor of libraries and the director of univer-
sity planning, brought all committee
members up to speed on the content and
process of strategic planning and pro-
vided them with a common base of in-
formation and a common opportunity
for problem solving. Involving the direc-
tor of university planning so actively in
the library’s planning process served
several important goals, not the least of
which was to increase library visibility
since the incumbent in this position re-
ported directly to the university presi-
dent. Other goals realized by the
experience included the opportunity for
the director of libraries to work closely
with the director of university planning
on library planning and to exchange in-
formation about trends in higher educa-
tion and the external and internal
environments and for the library staff to
be seen by the director of university
planning as knowledgeable about trends
and issues in information management
and as engaged in the academic life of
the institution.

Much of the work of Albany’s strategic
planning was done in small-group ses-
sions. Full committee meetings were re-
served for generating and discussing
ideas, clarifying goals, planning the on-

ing process, and for solving problems
and building consensus. A special work-
ing retreat took place as each stage of the
planning process drew to its conclusion
to allow members to focus on content
without distractions. Time for social fun
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and group bonding was always built
into these retreats. Retreats were also
planned to allow for full library staff par-
ticipation at critical stages in the process
and before draft documents wereissued in
their finished form. Not only did an excel-
lent planning document emerge from this
interactive process, but, more important,
an esprit de corps developed in a variety of
settings and especially among members
of the strategic planning committee and
its subcommittees. Through the strategic
planning process, it became clear to
everyone that although the library had a
traditional hierarchical organization, the
organization actually functioned on
horizontal planes in which complex
problems were analyzed and resolved
by teams of experts from various levels
of the organization. The entire strategic
planning process used this group process
approach to examine both the external
and internal environments, to determine
priorities, to solve problems, and to set
directions. The authors believe that a
planning approach which reduces the
influence of hierarchy and emphasizes
teamwork, shared expertise, and group
problem solving is not only a doable, but
a necessary strategy if libraries are to be
successful in the fast changing and com-
plex environment of higher education.
Similarly, Michigan State University
Libraries’ strategic planning process em-
phasized doable strategies. The first was
to integrate the library more directly into
the university’s ongoing planning, and
the second was aimed at reassessing, re-
defining, and reshaping the library pro-
gram. The former was facilitated in part
when the university’s provost wrote ar-
ticles that appeared in several cam-
puswide publications outlining the
nature of the library’s strategic planning
initiative and underscoring its impor-
tance to the university’s programmatic
planning efforts. In addition, letters in-
viting members of the library staff to
serve on the library planning team came
from the provost, who also sent letters to
members of the strategic planning ad-
visory committee which had representa-
tion from all major academic units. To
ensure broad campus understanding and




involvement in the process, a strategic
planning newsletter, Visions of the Future
MSU Libraries Strategic Planning Process,
was mailed to all members of the campus
community at key intervals. Finally, the
strategic planning team identified a num-
ber of major stakeholders, i.e., individuals
and groups that have an interest in the
library’s future, including university of-
ficials, faculty, deans, students, alumni,
donors, and major campus departments.
Stakeholder luncheons were held to pro-
vide the opportunity for substantive
dialogue about university plans. The
central focus of these discussions was on
areas that required change, attention,
and improvement, either within the uni-

A planning approach which reduces the
influence of hierarchy and

emphasizes teamwork, shared
expertise, and group problemsolving

is not only a doable, but a necessary
strategy if libraries are to be successful
in the fast changing and complex
environment of higher education.

versity or library, to strengthen the li-
brary’s future role and performance. As
with the experience at Albany, these
meetings at MSU were often the first
opportunity for library staff to engage in
substantive conversations with univer-
sity administrators and faculty, to dis-
cuss needs and interests, to highlight
library issues and plans, and to integrate
these into universitywide planning.
MSU's strategic planning process was
organized into three phases. The initial
phase—strategy development—identified
and clarified current and future issues and
elaborated areas of concern in shaping the
library’s future. The second phase—infor-
mation gathering—involved an in-depth
analysis of the issues emerging from phase
I, the identification of major themes, and
the development of recommendations
based on subgroup analysis. The third
phase—strategic implementation/inte-
gration—will guide the MSU Libraries
through the transition from their current
orientation to the academic library of the
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twenty-first century. As noted in the ear-
lier discussion of Waterman'’s strategic
fit, this third phase is actually the begin-
ning of the MSU Libraries’ strategic
planning. While the library faces many
challenges, MSU’s staff has gained a
sense of self-renewal because strategic
planning has provided them witha process
to identify and examine opportunities,
assess risks, develop flexible strategies,
and create their desired future.

STRATEGIC FIT IN THE MSU AND
SUNY ALBANY LIBRARIES

By focusing sharply on all of Water-
man’s 75 framework, both libraries have
been able to test the effectiveness of their
strategic planning processes and to iden-
tify areas of incongruence between
strategic aspirations and organizational
realities. By focusing on doable stratfe-
gies, both libraries improved their oper-
ational effectiveness, increased their
visibility, and repositioned themselves
within their universities. Through en-
vironmental scanning and internal
assessment they discovered a number of
changes that were needed to achieve
strategic goals and developed plans to
make those changes. Both libraries had
to develop an organizational structure
that was more horizontal and more
client-centered. Both libraries have en-
couraged a management sfyle that em-
powers staff to engage in group problem
solving and decision making and en-
courages group solidarity. Both libraries
are now more focussed on the external
environment and work actively and op-
portunistically in the external environ-
ment to develop strategic alliances and
promote services. Both libraries have
gained immeasurably from increased
staff understanding and support for li-
brary goals and objectives, for revised
mission statements, and for new shared
values and vision statements. To ensure
that library staff function in their rapidly
changing information environment,
both libraries increased the emphasis on
and support for staff training and
development of skills. The libraries of
both the Michigan State University and
the University at Albany, SUNY have
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used strategic planning effectively to
identify opportunities, assess risks, de-
fine goals, develop strategies to accom-
plish these goals, influence political
realities and change academic cultures.
They have been able to sustain their plan-
ning efforts and develop doable strategies

September 1992

that work. They are achieving organiza-
tional success within as well as outside
their libraries and have created more
positive environments in which change
can be seen as an opportunity for growth
and development and in which staff are
empowered to take on new challenges.
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APPENDIX A
A SUMMARY OF THE 7S FRAMEWORK

1. Strategy.
A coherent set of actions aimed at gaining a sustainable advantage over competition,
improving position vis-a-vis customers, or allocating resources.

2. Structure.,
The organization chart and accompanying baggage that show who reports to whom and
how tasks are both divided up and integrated.

3. Systems.

The processes and flows that show how an organization gets things done from day to
day (information systems, capital budgeting systems, manufacturing processes, quality
control systems, and performance measurement systems all would be good examples).

4. Style.

Tangible evidence of what management considers important by the way it collectively
spends time and attention and uses symbolic behavior. It is not what management says
is important; it is the way management behaves.

5. Staff.
The people in an organization. Here it is very useful to think not about individual
personalities but about corporate demographics.

6. Shared values (or superordinate goals).

The values that go beyond, but might well include, simple goal statements in determin-
ing corporate destiny. To fit that concept, these values must be shared by most people
in an organization.

7. Skills.

A derivative of the rest. Skills are those capabilities that are possessed by an organization
as a whole as opposed to the peorle in it. (The concept of cogorate skill as something
different from the summation of the people in it seems difficult for many to grasp;
however, some organizations that hire only the best and brightest cannot get seemingly
simple things done while others perform extraordinary feats with ordinary people.)
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