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Abstract

Ninety librarians who participated in one of four leadership institutes held in New Jersey between 2002 and 2006 were asked about the effect it has had on their professional lives. Sixty responded (66%), and 53 of those (88%) reported that they had used skills and insights gained as a result of attending.   The majority felt that the institute had a positive impact on their work, career, or both. Although there were individuals who did not perceive much value, or could not attribute aspects of their professional development to institute participation, many respondents testified to increased confidence and willingness to foster change and take risks. Comparing the objectives of the Academy, which is modeled on the Snowbird Leadership Institute, with the comments made by the respondents, it can be said that the benefits gained warrant continuation of the annual Academy.       
Background

Leadership institutes for librarians have proliferated recently in the United States, yet there has been little evaluation to show whether they are effective in producing leaders.
 In New Jersey, where the fourth Academy of Library Leadership was held in October 2006, it was time to inquire what impact the Academy has had.  Evaluation is especially important because the New Jersey State Library has subsidized the institutes with federal funds from the U.S. Library Services and Technology Act. The Academy has been administered by the Central Jersey Regional Library Cooperative, and it is this organization that is accountable to the State Library and was therefore anxious to have an evaluation conducted.

While the investigation is limited to New Jersey, it is more widely useful because the design of the Academy closely follows that of similar leadership institutes regularly offered in other states, and is led in many cases by the same facilitator.
 The survey instrument developed for New Jersey is available for others to use elsewhere, so that over time it might be possible to develop a rich data set on the impact of library leadership institutes.  

The most recent New Jersey Academy of Library Leadership (NJALL) was a five-day residential program, limited to 25 participants from all types of libraries. The “ideal applicant” was described as “a mid-career librarian who is ready for increased involvement in the New Jersey library community. Selection will be based on personal qualifications, and also to ensure that Academy participants represent as many types of librarianship and areas of the state as possible.” The program content included the following topics:

· Leadership in libraries today: challenges and opportunities

· Leadership self-assessment

· Principles and practices of effective leadership

· Power and influence; influencing others

· Resonant leadership: building effective relationships with followers

· Presentation skills

· Risk taking

· Reinventing your library for the 21st century: a new 12 step approach

· Leading change

· Managing differences

· Conversations with library leaders 

· Working with groups and teams

· My leadership story

· Working with community groups

· Working with others: creating a culture of commitment

· Your leadership practice: ethical leadership

· Personal planning

NJALL’s conception of leadership
Judging by the above list, NJALL reflects current understandings of the difference between management and leadership.
  As John Kotter explains in an oft-quoted article in Harvard Business Review, “Good management controls complexity; effective leadership produces useful change.”
  The Academy addresses leadership within one’s institution, community, and profession. Implicit within the array of topics is the idea that one does not have to be a top administrator or elected officer in order to be a leader, but that one can exercise leadership wherever one is situated. 

While it is not clear to what degree the Academy has focused on advocacy, which has been a major theme recently for library associations at state, national, and international levels, this is a subject that can hardly be avoided.  In fact, the burgeoning interest in leadership training can be seen as closely tied to the priority given to advocacy by presidents of the American Library Association, the International Federation of Library Associations and Institutions, and the American Association of Law Librarians; see, for example, http://aallnet.org/AALL_2005_SD.pdf   Therefore, this evaluation looks for evidence of involvement in advocacy as well as other leadership activities. 

Evaluation of leadership institutes


As leadership institutes have proliferated, articles and reports about them have also increased in number.  Few of these, however, can serve as models for examining the impact of institutes on participants over a period of years. Evaluations of the Snowbird Leadership Institute by Teresa Neely and Mark Winston; of the Urban Libraries Council’s Executive Leadership Institute by Maureen Sullivan; and of the Aurora Leadership Institute by Kay Barney are among the exceptions.
  Between them, they provide examples of attempts to assess both long-term ad short-term impact on attendees’ professional lives, together with participants’ perceptions of the usefulness of the experience, what they learned, and the effect on their career goals. 
Generally speaking, positive results were reported.  Barney’s e-mailed questionnaire received 27 out of a possible 32 responses, while Neely and Winston  surveyed 215 participants from 1990 to 1998  by mail, garnering a 71 % return. Sullivan selected 20 out of 35 participants to interview by telephone, and used more open-ended questions than the others.  As with any evaluation, what questions to ask depends on the purpose to which the results will be put. Sullivan’s study was solicited by the Urban Libraries Council, and was therefore concerned not only with the impact on the fellows, but on lessons learned about designing and running a program like the Executive Leadership Institute.  Neely and Winston’s article was addressed to academic librarians, and their questions were shaped by their definition of leadership in academic librarianship. Consequently, they asked about publications and conference presentations, in addition to seeking measures of career progression. Barney, as the coordinator of the particular Aurora institute that she evaluated, was more generally interested in participants’ perceptions of its value to their work and careers. Barney provides a discussion of the difficulty of evaluating impact of leadership training, and accepts the conclusion of others who have addressed the issue:

This involves asking leadership program attendees whether they think their skills/knowledge/behaviour have improved in certain areas, and using the perceived change as the criterion for determining the impact of the program. This approach is given validity by the concentration of leadership training programs on developing participants’ self-perception of leadership behaviour.

It is true that Snowbird and other institutes modeled on it, including NJALL, put a great deal of emphasis on self-analysis, and a major focus is on instilling confidence and a positive stance toward change and risk taking.
  One can say, therefore, that reliance on participants’ attributions of changes in their careers to the institute experience is a legitimate way to measure impact.

However, impact at the level of the individual’s skills, knowledge, attitudes, and behavior is not the final effect that training aims to achieve. Donald Kirkpatrick’s classic Evaluating Training Programs: The Four Levels 
 calls the final level “evaluating results,” by which he means determining the benefit to the organization. Thus the ultimate evaluation of a leadership training program should be an attempt to answer the question, how have participants affected their institutions?—are libraries providing better service to the public? One could take it even a step further and ask whether leadership training has improved the profession in any way. Clearly, evaluation at these levels is extremely complex, difficult, and expensive, and therefore one must settle for the third level—evaluating behavior.  
Methodology

 The question is, what effect has the New Jersey Academy of Library Leadership had on its alumni? What have the Academy graduates done differently and what has happened that they can attribute to their participation?  It is not possible to demonstrate direct links between Academy attendance and change in behavior and performance, let alone impact on the individuals’ libraries, library users, communities, and the profession. On the other hand, it is possible to ask what changes have occurred in alumni’s professional practice and careers, and to what degree they attribute these changes to their Academy experience.  The extent to which the participants can remember specific actions that they took as a result of their participation can serve as an indicator of training impact.                                 

The Central Jersey Regional Library Cooperative (CJRLC) office, which administered the four Academies, supplied the registration lists and contact information for 92 participants in the years 2002, 2003, 2004, and 2006 (the Academy was not held in 2005). Two individuals who were listed turned out not to have attended, and one could not complete the program.  Two librarians had left New Jersey and contact information could not be obtained.  E-mails to an unknown number of others did not reach addressees, due partly to filtering and partly to obsolete e-mail addresses.  Nevertheless, the base number of 90 is used for determining the response rate, which might be higher, given the uncertainty about how many potential respondents there actually were.   Appendix I shows the questionnaire, which drew on the Neely/Winston, Sullivan, and Barney studies for its design.  Most questions were open-ended in order to capture respondents’ perceptions without imposing pre-established answers.   
Results
Table 1 summarizes the returns by cohort, with a total response rate of 66 %.  It should be noted that less than three months elapsed between the 2006 Academy, even when delaying the sending of the questionnaire until the last possible moment. There was not much time for this last cohort to apply what they had leaned, nor was there enough time to send second and third requests for participation in the study.  If one excludes the 2006 group, the response rate for the 65 attendees in the first three cohorts is 72 %.         

Table 1  Survey response by cohort
	Institute Year
	No. Attending
	No. Responding

	2002
	25
	19 (76%)

	2003
	24
	17 (70%)

	2004
	16
	11 (68%)

	2006
	25
	13 (52%)

	Total
	90
	60 (66%)


Tables 2 and 3 show the distribution by age and number of years worked in library organizations at the time of attendance.  In a number of cases, it was clear that respondents counted pre-professional as well as post-master’s experience.  All but two of the respondents hold the MLS degree, and one of them is enrolled in a degree program. All but nine are women

Comparing Tables 2 and 3, one sees that while most Academy participants were over 40 years old, their years of experience tended to be in the lower end of the range. Although the description of the “ideal applicant” calls for mid-career librarians, it is difficult to say how many of the participants actually fall in that category. The criterion seems to have been applied quite flexibly.  
Table 2  Respondents’ age at time of attendance (n=52)
	Age
	No. of respondents 

	25 – 29
	3

	30 – 34
	11

	35 – 39
	7

	40 – 44
	5

	45 – 49
	19

	50 – 54
	9

	55-59
	4


Table 3  Years worked in library organizations at time of attendance (n= 53)
	Years worked
	No. of respondents

	0-4
	6

	5-9
	17

	10-14
	17

	15-19
	8

	20-24
	6

	25-29
	3

	30-34
	2


Table 4 shows that by far the greatest number of participants were public librarians, and that few moved to a different institution after their Academy attendance. Even fewer are now working in a different type of institution. There were 6 individuals in this category, with 2 moving from academic to public, 1 going from public to special and another from public to other, 1 from special to academic, and 1 from other to public. In all but one case, these moves were seen as advantageous.
Table 4  Respondents’ employers 
	Type of Library
	In Year of Attendance
	Now (2007)
	Same Institution
	Different Institution

	Academic
	 10
	9
	8
	1

	Public
	37
	37
	29

	8

	School
	 6
	7
	6
	1

	Special
	 3
	3
	1
	2

	Other
	 4
	4
	3
	1

	        Total
	60
	60
	47
	13


As shown in Table 5, the most dramatic change in employment post Academy was in directorships, where 8 individuals ascended in rank or moved to a larger library. If one compares the number of pre-Academy department head and higher jobs with post-Academy, there is an increase of 5. Across the board, however, 21 had achieved a position of greater responsibility by 2007.  Omitting the 13 respondents from the 2006 cohort, none of whom changed jobs since attending, the 21 who rose in level constitute 44 % of the 2002-2004 cohorts who returned the questionnaire.  
Table 5  Respondents’ positions
	Type of  Position
	In Year of Attendance
	Now 
(2007)
	Same position
	Different position
	Higher position

	Director/ acting director
	8
	15
	7
	8
	8

	Assistant director/
deputy director./ associate dean
	5
	6
	2
	4
	4

	Branch head
	2
	4
	2
	2
	2

	Department head
	15
	10
	8
	2
	1

	School librarian
	6
	7
	6
	1
	0

	Consultant/coordinator
	6
	7
	3
	4
	4

	Librarian
	18
	11
	6
	5
	2

	                  Total
	60 
	60
	34
	26
	21


When asked whether they had used any of the skills or insights gained as a result of  participating in NJALL, 53 of the 60 respondents (88 %) were able to name one or more, or said that the Academy reinforced skills they already had.  Frequently mentioned were: 
· gaining self confidence

· listening
· better understanding of self and others

· appreciating different learning and work styles

· networking and collaboration

· communication 

· risk taking

· change management

· conflict resolution

· advocacy

· involving the community

· personality types
· public speaking

· interpersonal/people skills

· involvement in library issues

· exposure to different career paths

· better understanding of self and others

· team building/leadership

· decision making

· management style

· collaboration
· organizational structure

· working with boards, politicians

· delegating

· seeing the big picture

· group process techniques 

· leading by example and empowerment

· a way to look at planning and development

Some of the comments that capture the general tone of beneficial impact are quoted below:
“…changed my life by encouraging me to visualize my perfect job and to go after it and make it happen.  I would never have applied for my current position…had I not attended the Academy. I continue to believe that I am capable of making positive things happen in my life and I am convinced that change is good.”
“I have always embraced change and been excited by it; I finally learned/accepted how fearful change is for many people.  Better yet, I learned to seek out and to use effective ways to diffuse this fear and help people participate in change.”
“I have learned to ‘lean against my discomforts’ and strive to continually think outside the box”

“Taking time to think and read.  This is a critical component of being a professional and shouldn’t be considered a luxury.  I still struggle to do this though.  Considering I gave an entire day a month to the NJALL I strive to continue allowing myself that much reflection/planning time per month.  It is not easy.”
“Another way in which I am changed is that I am now constantly seeking out new books or articles to read on leadership. I want to know about the different theories of leadership and discover a way to find what will work best for me. As well, I find that I more closely observe those around me who I consider to be leaders and that I am trying to learn from what they do -- or don't do, as the case may be. I feel as if doors are opening and I am going to find a way to make a difference.”

In addition to asking about the skills and insights gained and applied, the questionnaire looked for evidence of changes in leadership activities and overall effect.  As shown in Tables 6 and 7, most respondents reported positive outcomes.  No attempt was made to define leadership. The question did, however, suggest that there were various contexts for exercising leadership:  “Since attending the Academy, what activities have you undertaken where you have been able to exercise leadership—at work, in the community, in professional groups and associations.”  A follow-up question asked which of these could be attributed to the Academy experience. It is important to note that almost every person reported some activities that they defined as leadership, and that more were not due to NJALL than the ones that were.  As one librarian put it, “I undertook these activities through my desire to grow professionally.”  Most respondents were careful to differentiate those activities that they would most likely not have engaged in, had they not been influenced by the Academy experience.  
Table 6  Changes in behavior and goals
	Impact
	Yes
	No

	Used skills/insights acquired/reinforced  at NJALL
	53
	7

	Undertook leadership activity due to NJALL
	32
	28

	Goals differed after NJALL
	39
	20

	NJALL made a difference to goal achievement
	48
	11


Of the participants who reported leadership activities that they attributed to NJALL, 17 (54 %) gave examples that were related to their workplace position. Fourteen (45 %) became involved in statewide or regional professional activities, but only 3 named national professional associations.  The New Jersey Library Association appears to have been a primary beneficiary of newly motivated members.
Several questions were asked about career goals, on the assumption that motivation to participate in a leadership institute most likely reflects a desire for personal achievement that goes beyond the current state of one’s career.  As shown in Table 6, goals changed for more than half the participants, and an even greater number felt that the Academy had made a difference in achieving their goals.  

Table 7  Value of NJALL to work and career
	Value
	Great
	Moderate
	Little
	No value

	To work
	32
	18
	9
	0

	To career
	28
	25
	6
	0


The final questions replicate Barney’s value-to-work and value-to-career queries.  Following her example of comparing number of years in the profession to the perceived value of the leadership institute, the results are displayed in Table 8. 

Table 8 Value by years worked in library institutions

	Years worked
	Great value to work &/or career
	Not of great value to work &/or career

	10 years or less (n=27)
	16  (59%)
	11  (40%)

	11 years or more (n=32)
	17  (53%)  
	15 (46%)


Whereas Barney found that those with fewer years of experience felt Aurora to be of greater value than did those with more years in the profession, Table 8 shows that the results for the NJALL participants do not show much difference. In other ways, however, Barney’s respondents and New Jersey librarians had very similar reactions to the leadership training, volunteering many comments that are almost interchangeable. 

​
Discussion

Even if the 30 Academy participants who did not respond to the survey had replied with negative responses, the evaluation of NJALL would still be positive.  It is disappointing, however, that there is not more evidence of professional association activity at the national level.  On the other hand, when one looks at the current roster of officers of the New Jersey Library Association, one sees many names of NJALL alumni. A number of those individuals would be there even without the Academy influence, and one always has to remember that those who are selected to attend leadership institutes are already identified as having potential. 
Nevertheless, this study has found ample indication that there are very specific actions and goals that institute attendees firmly connect to the NJALL experience.  A number of them have declared that they owe their current jobs to the Academy, and several others have formulated specific plans for obtaining further education to help them achieve higher goals.  A few who previously did not aspire to directorships are now thinking about it.  In seeking to summarize the overall impression created by the responses, it is the personal, career orientation that seems dominant, but that may be because of the nature of the survey questions. For example, there was no specific query about advocacy, yet a strong commitment to advocating for libraries and librarianship is certainly something one hopes to see as a result of leadership training. Several people mentioned that they would work to improve salaries, a number stated that they were already reaching out more to their communities and increasing the library’s visibility, and a few reported that they were campaigning for more resources. A fair number said that they now felt they had found their voice, and could imagine being a change agent and making a difference.
In some cases where little impact or value was assigned to participation, individuals noted that family issues intervened. Others attributed modest impact to the fact that they had already had similar training, or are working in an environment that is not conducive to exercising leadership. In a number of cases, respondents checked “moderate” value to work and career, but added a comment that suggests a greater value. For example:

NJALL was the single most important career development activity that I have done since attending graduate school. Discovering my leadership style and learning to appreciate the need for a variety of styles  within an organization was key in changing my work strategies.  The opportunity to network with others and the time to do it properly has had a lasting effect on me.  

This kind of discrepancy underlines the methodological problem inherent in research which depends on written replies to questions which not everyone will interpret the same way. On the other hand, using open-ended questions and inviting comments does allow for nuances and cavils to be introduced.  

One of the difficulties with evaluating leadership institutes is that despite sponsor and facilitator care in distinguishing between management and leadership, there are bound to be some participants who have more of a management mind set and a local rather than cosmopolitan orientation. This conclusion rests more on the kinds of comments that were rare, rather than typical. While there were frequent positive remarks about developing more self confidence, networking, and resolving to learn more, such comments do not herald the same ambition and vision as remarks such as these:

I seriously think that even if I don't change course I will be looking

to change libraries in the future. I need challenges and whether it is

bringing out the best in a small library or eventually managing a

larger more urban one, change is the one thing that will keep my

passion alive. 

This comment came from a young director of a small library who could not attend after the first day, and reinforces the suspicion that leadership is more likely to emerge when the motivation and passion are already there. At the same time, the fact that this individual took the time to respond to the survey beyond just sending it back with a note saying she had to drop out is a strong indication in the value of mounting a leadership institute that energizes people and gets them to reflect on  their own and their profession’s development.           
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Appendix I  Questionnaire

Dear New Jersey Academy of Library Leadership Graduate:

The Central Jersey Regional Library Cooperative and the New Jersey State Library are interested in what has been the effect of the Academy on its alumni. In addition, they are responsible for reporting to the funding source, the U.S. Institute on Museum and Library Services. Please help them meet their obligation for accountability by returning the survey.  Only I will be able to connect your name with the information you provide, and I guarantee that no one else will see your reply. The data will be reported in the aggregate, and individuals’ names and employing libraries will not be identified.  Please sign the attached consent form, keep a copy for your records, and fax or mail one copy to me. 

Your name

What year did you attend the Academy?

How many years had you worked in libraries at that time?        

Did you have an MLIS degree?        If yes, when did you earn it?

How old were you at the time you attended the Academy?

Where do you work now? Name of library/ branch; address

Is this the same library as the one you worked in when you attended the Academy?

What position do you hold now?

Briefly describe your major responsibilities

What position did you hold at the time you attended the Academy?

What were your major responsibilities?

Since attending the Academy, what activities have you undertaken where you have been able to exercise leadership—at work, in the community, in professional groups and associations.  Please list each one and give a brief description of your contribution:

Of the activities you have listed, were there any that you undertook specifically because of the Academy? If yes, which?

In general, can you identify any skills that you learned or insights that you gained at the Academy that you have been applying since attending? 

Have you kept in touch with colleagues you met while participating in the Academy? If yes, please give some examples.

What are your career goals now? 

Are they different from what they were before attending the Academy?  If yes, how? 

Overall, do you feel that the Academy experience has made any difference to the achievement of your goals? 

Please rate the value of the Academy to your work?  __great   __moderate   __little   __no value

Please rate the value of the Academy to your career?  __great   __moderate   __little   __no value
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