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Executive Summary 

Understanding managerial practices is essential to improving the effectiveness of management, 

as well as improves an organization as a whole. In order to better understand these practices, 

both theoretical and practical knowledge is necessary. To this end, a single organization’s 

managerial practices were observed and analyzed to improve the understanding of how certain 

managerial practices effect both the organization and the customers of that organization. The 

analysis of the organization was conducted based on the organizing and leading pillars of 

management established in Richard L. Daft’s book after obtaining data using several 

methodologies. 

 

1. Introduction 

The Circulation and Reserves Desk at the McKeldin Library, located on the University of 

Maryland's College Park campus, was chosen for this project because it was observed that they 

exhibit several characteristics of management. Some of these characteristics are: organization 

adaptability, change, and innovation; understanding and management of human resources, 

diversity, and individual behaviors; leadership, motivation, and teams; and communication. 

These characteristics are described in detail by Richard L. Daft in his book Management, and by 

relating the management characteristics of the Circulations and Reserves Desk to the concepts in 

Daft's book, we are better able to understand the reasons for these characteristics within an 

organizational setting. In the following section, we state problems found while conducting our 

project. Then, we define our objectives in section three, and provide methodologies we used to 

analyze the organization in section four. In section five, we present our findings through the 
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methodologies specified, and then provide our analysis in section six. Finally, we suggest 

solutions in section seven. 

 

2. Problem Statement 

The Circulation and Reserves Desk deals with various kinds of information, such as patron 

records, printed and non-printed materials, and internal/external materials requests; in addition, 

the Circulation and Reserves Desk also deals with several different patron groups, such as 

students from various campuses and universities, alumni, faculty, researchers, and general 

community members. This variation in people is not only limited to the patrons using the library, 

but also includes the employees of the Circulation and Reserves Desk, such as part-time students 

and full-time staff. Since the amount of information is so vast and the types of people involved 

with the Circulations and Reserves Desk vary broadly, it can be problematic to organize the 

information and the organizational structure accordingly. We focused on these points and studied 

how the organization tried to address these issues, which are abstractly defined as “information 

complexity,” “multi-type user interaction,” and "diversity-oriented conflict." 

 

3. Objectives 

The purpose of this project was to understand how the McKeldin Library Circulation & Reserves 

Desk organizes and manages the information used in processing requests for library materials, as 

well as analyze the organization in terms of management styles and historical perspectives. The 

primary focus of this analysis is in regards to the Organizing pillar of management, with a 

secondary focus on the Leading pillar. The analysis will provide first-hand experience and 
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knowledge concerning key concepts about management learned in class, and will further expand 

our understanding of the various functions of, and tools used in, management. 

 

4. Methodology 

Three in-person interviews were conducted for this project, and the interviewees consisted of 

Judith Kidd, C&R Library Tech II; Jamie Edwards, C&R Coordinator; and Timothy Hackman, 

Head of Resource Sharing and Access Services (refer to Figure 1 in the Appendix). Interviews 

were approximately one hour each, and scheduled during normal library hours. The interviews 

were the primary data collection and clarification method utilized for this project. In addition to 

the interviews, a literature review was also conducted, and was based on brochures available at 

the Circulation and Reserves Desk at McKeldin. The library system at the University of 

Maryland is converting all paper information to digital information, and as a result, minimal 

information was obtained through this method. However, as a result of the interview with 

Timothy, a paper copy of the strategic plan with mission, objectives, and action plan of the 

Public Services division, and the library as a whole, was obtained for review. The Circulation 

and Reserves Desk did not have a specified strategic plan. 

 

The website for the library (http://www.lib.umd.edu/) was also reviewed for detailed information 

about the services provided by the Circulation and Reserves Desk, and the 'Ask Us' tab on the 

website provided information about the various questions that patrons ask staff at the Circulation 

and Reserves Desk. We chose the above mentioned methods of data collection because of the 

possible sensitive nature of the information being obtained, as well as providing a more 

personable information exchange. In addition, as there are three people involved in this project, 

http://www.lib.umd.edu/
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the in-person meeting style facilitated a greater degree of interaction between the interviewee 

and all members of the project team. 

 

5. Summary of Findings 

Our research found several key management concepts being practiced by the Circulation and 

Reserves Desk management personal. The theoretical understanding of the various management 

concepts learned in class was enhanced by the observation of these same concepts within a 'real 

world' organization. These concepts will be categorized in the following way: 

 Organization adaptability, change, and innovation 

 Understanding and management of human resources, diversity, and individual behaviors 

 Leadership, motivation, and teams 

 Communication 

By describing the observed practice of these management concepts, and analyzing the theoretical 

language learned in class, we can better understand why certain management practices help an 

organization and why some hurt an organization. 

 

5.1. Organization adaptability, change, and innovation 

The Circulation and Reserves Desk is transitioning from an informal team structure to a vertical, 

functional structure that is less authoritative; however, some staff members, particularly the 

student employees, operate in a matrix structure because they move across departments in order 

to complete a specific task, but the coordinators for a particular department remain the same. The 

Circulation and Reserves Desk has a decentralized form of authority in respect to the 

organization as a whole, as each staff member is accountable for the work assigned to them, and 
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any staff member is able to contact any level of management without going through their direct 

supervisor; thus, ignoring the chain of command. 

 

The majority of the Circulation and Reserves Desk staff members are self-motivated employees, 

which bring about increased productivity, employee satisfaction, and, in return, less resistance to 

any change being implemented. As the Circulation and Reserves Desk is currently undergoing a 

structural reorganization, this reduction in resistance to change is essential to the success of the 

reorganization. In addition, training sessions are provided to full-time staff members in order to 

allow them to better compete their tasks, and team-building activities are conducted along with 

feedback reviews in order to help employees understand their contributions to the organization 

and improve the employee’s motivation to work and create a collaborative culture. This 

collaborative culture also encourages innovation, primarily in the form of emails and in-person 

communication, to improve business processes, functions, and services provided. 

 

5.2. Management of human resources, diversity, and individual behaviors 

According to Timothy Hackman, Head of Resource Sharing and Access Services, “Diversity is 

our greatest strength.” This statement shows that not only is the staff of the Circulations and 

Reserves Desk diverse, but that the employees as well as the management see this diversity as a 

positive aspect of the organization. This mindset displays an organizational culture that embraces 

diversity, and, according to Daft, this provides better utilization of employee talent, increases 

quality of team problem solving, as well as increases the understanding of the marketplace (Daft, 

pg. 363). This increased understanding of the marketplaces allows the Circulation and Reserves 

Desk to provide a better experience to all of its various patrons. 



8 
 

In addition, embracing diversity reduces the amount of prejudice and discrimination within the 

organization and removes organizational barriers such as the glass ceiling. This has the effect of 

bringing the organization into compliance with federal regulations; thus, reducing the cost and 

negative media surrounding discrimination lawsuits. Also, embracing diversity reduces the effect 

of ethnocentrism exhibited by the employees, and provides a means of increasing collaboration 

and innovation by tapping into the experiences and ideas of a broad knowledge base; thus, 

making the use of multicultural teams an extremely effective tool within, as well as a competitive 

advantage for, the Circulation and Reserves Desk. 

 

Diversity also has an effect on the human resource management within the Circulation and 

Reserves Desk. This is mainly due to the fact there are not just full-time employees but also part-

time employees, student work-study staff, and graduate assistants. In addition to this broad 

employee structure, the student work-study staff and graduate assistants have a high degree of 

turnover. Thus, managing this complex employee structure is a daunting task. However, due to 

the mindset of embracing this diverse and broad employee base, human resource management 

tactics are specifically suited to take advantage of this structure. This is accomplished by the use 

of the “new social contract” whereby it is understood that a balance between work life and 

personal life is essential (Daft, pg. 332). This is achieved by the use flexible working hours, 

empowerment of all employees to perform their task without requiring management approval, 

and leniency towards student employees conducting schoolwork during working hours, provided 

it does not affect the performance of their duties. 
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In addition, full-time employees are provided specialized training, and, in turn, provide 

mentoring to the student employees. As the Circulation and Reserves Desk operates directly with 

its patrons, this training is not only in regards to technical operations but also in customer 

service. Some of this service is provided to special needs patrons, and as such the employees 

need to have an understanding of the requirements of these patrons to better serve the patron’s 

needs: thus, ascribing to the University of Maryland Libraries strategic vision to “ensure the 

success of all users in their academic pursuits” (Mission, pg. 3). 

 

In addition to this training, it is essential that the personality traits of the Circulation and 

Reserves Desk employees are appropriate for this customer service oriented function. Some of 

these traits include being outgoing, social, comfortable with interpersonal relations, ability to get 

along with others, calm, as well as others (Daft, pg. 397-398). This means that human resource 

personal must take into account more than just work-related qualifications, but must also observe 

the person to ensure a proper fit for both the potential employee and the Circulation and Reserves 

Desk. As stated earlier, the environment of the Circulation and Reserves Desk is one of customer 

interaction, and, as a result, stress can cause disruption within the organization as well as 

between the staff and the patrons. Therefore, stress management is essential to maintain the best 

possible environment for all. As a recent step to reduce this work-related stress, the management 

personal of the Circulation and Reserves Desk have instituted a number of ‘retreats’ for the 

employees; thus, helping to relieve stress, as well as increase collaboration among the various 

departments. 
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5.3. Leadership, motivation, and teams 

Leadership, motivating employees, and managing teams/groups are very important terms in a 

leading organization. Especially when it comes to dealing with complex information, 

collaborative teamwork is essential since it is almost impossible for an individual to deal with 

that information not only due to its amount, but also because of the complexities of information 

systems and tools. Teamwork and leadership are closely related to organizational culture because 

cultural experience comes directly from team members with or without leadership. In this 

subsection, we focus on how the Circulation and Reserves Desk manages teams to achieve their 

organizational goals, what kind of leadership and motivation are dominant, and what kind of 

culture is associated with them. Since their main job is to deal with various kinds of information 

from the library, the findings here can be a valuable base to understand issues in the Circulation 

and Reserves Desk. 

 

Starting with culture first, throughout the interviews, it was found that the organizational culture 

has been changing from a hierarchical and top-down culture to a horizontal one in association 

with internal and external changes. According to Jamie, a coordinator in the Circulation and 

Reserves Desk, there have been external market changes and internal motivation for anticipating 

trends. The external market changes were mainly due to the increased demand for electronic 

resources such as e-books or web resources. Related to this, they also started to proactively deal 

with future trends, which conveys their organizational culture to be open and innovative. 

 

As the culture changes, its required leadership has also been changed from hierarchical to more 

horizontal and authentic leadership. Timothy, the head of Resource Sharing and Access Services, 
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has been in the Circulation and Reserves Desk for approximately nine months and is trying to 

encourage employees to collaborate with each other and to create a more collaborative 

organizational culture. One example of these efforts is collaborative a brainstorming session held 

during the winter 2013 session (see Figure 2 in Appendix). Within this open culture, there were 

still aspects of a top-down approach in regards to policy management. Each library branch had a 

high degree of autonomy in the past, but the policy management is becoming more consistent 

throughout the university according to Jamie. Policy creation is getting more collaborative since 

units are working cooperatively with each other on the policy, while at the same time there are 

some aspects of top-down approach within each department. 

 

Teams are another point that shows the degree of leadership. According to Timothy, project-

based, short-term teams are becoming more dominant while they used to have a self-directed, 

long-term team structure in the past. Since the term ‘team’ in the Circulation and Reserves Desk 

is thoroughly following the concept of the textbook, team-based work accompanies the concept 

of horizontal structure within the department and project-based formal teams indicates stronger 

leadership in structuring process. In terms of motivation, employees are said to be self-motivated 

in regards to career development. Leadership is trying to encourage employee motivation 

through consistent policies, collaborative activities, and company-sponsored attendance at 

educational events, but still a big portion of motivation resides in the employees themselves. 

There are no significant programs or activities that focus strictly on motivation itself within the 

Circulation and Reserves Desk. 
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5.4. Communication 

Organizational communication can be of three types: Downward, Upward and Horizontal. 

Downward Communication: At the Circulation and Reserves Desk, the downward 

communications occurs through team meetings, monthly meetings with departments, emails, 

intranet boards, meetings with other library heads, etc. In these team meetings, the goals and 

strategies design and implementation guidelines are provided, job instructions and rationale are 

communicated, procedure and practice changes in the policies if there are any, performance 

feedback in case of appraisals or accolades won by an employee is recognized, indoctrination in 

the form of team building activities are conducted such as end of semester staff parties, and 

more. Policies, practices, and job instructions are also disseminated using emails. 

 

Upward Communication: Upward communication in any organization is required for proper and 

smooth function of the organization. Upward communication usually takes place in order to hear 

about patron and lower hierarchical staff problems and expectations, if they have any suggestions 

for improvement, innovative ideas for performing tasks, submit performance reports to the 

higher management for analysis, grievance and dispute reports, and financial and accounting 

information. All of which are used in order to make any change in the policies, job function, or 

the strategy of the Circulation and Reserves Desk. At the Circulation and Reserves Desk, patron 

grievances and disputes are directed to the particular coordinator in order to be resolved. For 

instance, the billing and fine disputes are directed to Evelyn Yocco, coordinator of the Billing 

and Accounting department (refer to Figure 1 in the Appendix). Every coordinator looks after 

their department as per its process/function within the organization. 
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Horizontal Communication: The horizontal, or interdepartmental, communication usually takes 

place via personal communication channels. The department coordinators exchange changes in 

policies and practices personally. Also, there is email communication in case there are any major 

changes in the workings or function of a department. At present, there is less interdepartmental 

communication at the Circulation and Reserves Desk. In addition, as the organization is being 

vertical departmentalized, horizontal communication is taking less precedence. The Circulations 

and Reserves Desk is making a transition to being more collaborative in order to fuse the 

departments so they are less dependent on a single individual for a certain function; thus, 

enabling communication of any intradepartmental changes in policies, change initiatives, and 

improvements, as well as to increase interdepartmental coordination in case of staff absence or 

termination. 

 

Team Communication: At the Circulation and Reserves Desk, there is centralized 

communication within each department. For instance, the coordinators are the point of contact 

for any information in regards to the department. Whereas, communication is decentralized 

across the organization as a whole, enabling the coordinators and the head to communicate with 

each other with reference to any procedure or policy changes. 

 

6. Major Issues 

The greatest challenge for the Circulation and Reserves Desk is the complexity and disparity of 

its information technology systems. This complexity is due to the fact that there are separate 

technological tools used by different departments within the Circulation and Reserves Desk. In 

addition, each tool has a different user interface, and this increases the specialization within each 
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department and reduces organizational collaboration. These systems are controlled by various 

departments within the Circulation and Reserves Desk, as well as by outside organizations such 

as the University of Maryland’s Office of the Bursar (billing). Also, the use of a tool common to 

other libraries, such as ALEPH, is constrained to certain specifications to ensure operability at 

various locations. This dispersion of its information systems has resulted in a lack of control of 

the systems by the Circulation and Reserves Desk. The management of the Circulation and 

Reserves Desk has acknowledge this issue as needing correction, and as such has embarked on a 

collaborative effort among other University of Maryland libraries, community libraries, and staff 

to create a new integrated library management tool called KUALI (http://www.kuali.org/). 

KUALI would integrate the ability of the Circulation and Reserves Desk to manage patron fines, 

book requests, digital materials, and more into a single tool. 

 

Another major challenge for the Circulation and Reserves Desk is the high turnover rate of its 

staff. While this turnover is not necessarily related to the organizational environment, it does 

present a major problem for the effective utilization of its human capitol because when that 

employee leaves, the time and money spent on training that employee is now gone, as well as the 

knowledge that employee possessed. In addition, as the Circulation and Reserves Desk moves to 

a more digital process, more technical training will be required for the staff to successfully 

perform their task. This additional technical training incurs more cost to the Circulation and 

Reserves Desk, or it will require a change in the compensation offered by the Circulation and 

Reserves Desk to recruit and retain technically skilled employees. 

 

http://www.kuali.org/
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A few observed challenges are not within the control of the Circulation and Reserves Desk, but 

these issues are directly related to a patron’s ability to utilize the services of the Circulation and 

Reserves Desk. The main issue in this category is the lack of consistency in user authentication 

systems used by the various campuses. This reduces the usability of the online resources, and 

limits the ability of the Circulation and Reserves Desk to control of access to these resources if a 

patron’s fines are overdue. Another, yet related issue, is the control of the billing functionality. 

Currently all billing information is managed through the University of Maryland’s Office of the 

Bursar. This system is separate from all the other systems, and because of this, there is no 

feedback between the Bursar’s office and the Circulation and Reserves Desk to verify if a patron 

has paid their fees. This may result in loss of valuable material, as it was mentioned by Timothy 

has already happened before. Another, possible, issue is the user interface of the library website, 

as information concerning the services provided by the Circulation and Reserves Desk is 

scattered across several pages. 

 

7. Recommendation 

For the complexity of information systems, the effort for the integration is already on-going in 

the organization since it is the most fundamental and known issue. Before stabilizing the system, 

the best way to deal with this problem is ‘training’ as Jamie stated. Of course, various trainings 

are going on, but they can be ineffective due to the high turnover as mentioned in the previous 

section. To reduce the ineffectiveness, a well-defined and organized training system is needed. 

For example, a systematically planned mentor program, regular information systems training 

sessions, or refined OJT documentation by employees using Delphi method can be considered. 
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Furthermore, there must be a concerted effort to retain the intrinsic knowledge from all 

employees to reduce the loss of knowledge and training time when an employee leaves the 

Circulation and Reserves Desk. This can be achieved with internal collaboration applications, 

such as those utilized by larger corporations. This can be as simple as a company Wiki page, or 

as elaborate as a fully developed social networking application like IBM’s SocialBlue. 

Whichever tool is used, it is essential that a tool be utilized to reduce the dependence on a single 

individual for a function. This was explain by Timothy by an example of an employee going on 

vacation for two weeks, and no one knowing how to perform that person’s task. Therefore, the 

high employee turnover rate can be turned into something positive because the knowledge will 

be retained, as well as the rapid introduction of new knowledge from the new, diverse 

employees. 

 

It is also highly recommended that there be a consistency in the authentication systems used for 

all the libraries under University System of Maryland and Affiliated Institutes (USMAI). Lack of 

consistency has resulted in a very non user-friendly login system that is both confusing to users 

and difficult to maintain. Additionally, research is needed to understand the users of the internet 

services provided by the Circulation and Reserves Desk to provide a more cohesive, user-

oriented interface. This is also related to the use of electronic resources, as the access of the 

digital resources provided by the Circulation and Reserves Desk are also scattered throughout the 

library website. Transfer and sharing of digital access rights between libraries is also needed in 

order to better facilitate the sharing of digital resources and knowledge. It is strongly encouraged 

that the Circulation and Reserves Desk continue working on the development of the KUALI 

system to correct the majority of the observed issues. 
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8. Conclusion 

Despite the transitory nature of the organizational culture, and the shift from printed material to 

digital material, it was observed that the Circulation and Reserves Desk management 

characteristics are very appropriate for the functions performed. These characteristics provide a 

culture of communication, diversity, and collaboration, and this in turn leads to innovation. 

However, retention of knowledge should become a primary objective of the Circulation and 

Reserves Desk in order to mitigate the issues of specialization. In addition, the work on 

developing a new integrated system is commended, but the Circulation and Reserves Desk 

should not stop there. More innovations are needed, but not all innovations require direct control. 

Therefore, the Circulation and Reserves Desk should become an advocate for knowledge in order 

to better fulfill the University of Maryland libraries’ mission to “enable the intellectual inquiry 

and learning required to meet the education, research and community outreach mission of the 

University” (Mission, pg. 3). 
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Figure 2: Group Activities 




































