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While not at all an easy time to start and develop as managers and lead-

ers, the pandemic did in fact prove to be a training ground for leadership in
many ways. This was a lesson in tenacity.

Introduction

Transitioning to a leadership role can be difficult in the best of times. Internal or external
turmoil increases the difficulty of the transition. With more time on the job, and more
experience as well as stronger relationships with stakeholders, the means to confront and
respond to a crisis are clearer. However, these tools are not available to all entering lead-
ership roles. ‘This chapter takes a, perhaps, unusual approach by having librarians reflec-
tively interview themselves; the five librarians authoring this chapter are in leadership and
middle management roles, and most had been hired or promoted to that role l‘.IOt long
tiir‘:\:(,:]ht COvIl ) 19 pundcl.nic. The structure of the ?luzzlp;ir ie;'i:S trv:f(;escicéf?}:;ilari;:;
¥iniy ‘1-dulhor&.‘, in library director-type rf)l.es at hospita - rari -
Cts on their role and work (both positive and negatwe), on commun ’
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operations at their libraries; then three lihrarian-auth.nrs plluced in midd]e Manag,
roles shortly before the pandemic reflect using a question nélre poset—i to middie p, nage
in the nurc.;ng field with regard to the COVID-19 pandemic ais outlined in 4 202] sludr?
This struc ture allowed the authors to respond to the Silmtj queries and concepts, T (hay.
ter discusses the similarities and themes in varied experiences while cunfronting a5pe -
of uniqueness in each circumstance. While these experien%‘es urc‘ a small samplip cht:
larger population, they present a lens into library leadership during an Unprecedenyey
exhausting, and change-intensive time. -

Hospital Library Leadership during

COVID-19: Two Leaders Share Their
Experiences

When considering the concept of library management during a crisis, solo librarianship
within a medical or hospital library presents a unique opportunity for reflection, analysis,
and discussion. Within this section, two medical library leaders document their exper;.
ences, one a medical librarian at a community hospital and the other a librarian director
at a leadership institute and hospital library. Both librarians began in their roles relatively
recently: the former in 2016, and the latter in the summer of 2019, They both reflected on

their library’s functions, priorities, and operations during the COVID-19 pandemic and
the overall effects that COVID-19 had on their work.

Overview of the Libraries and Staffing

Penn Medicine, Chester County Hospital, is Mokonyama’s 129-year-old community
hospital library that serves the biomedical and health-care research needs of physicians,
nurses, students, and the community in the region. Since 2016, Mokonyama has been the
sole medical librarian at the hospital, and he has assistance from one part-time volunteer.
In addition to performing his daily tasks and library management at the hospital, he
provides services to patrons in the hospital, collaborates with about twenty other librarians
in the health-care system, and represents the library on numerous hospital and system
committees. The other librarian-author, Bogino, a hospital library director who started
her position in summer 2019, has a small staff—two full-time assistants and a part-time
reference librarian in addition to her own director role—and three locations to serve.
When Bogino accepted her role as director of the library just a little over two years a§0
she too had set out in her mind a plan for getting to know the library, the organization,
and the staff; for fine-tuning the library resources and offerings; and then for expanding
out to internal and external neighbors to try to establish the medical library as a health
information resource for the medical professionals and also the local community. Little
did she know that, on top of trying to accomplish these goals, she would encounter &
worldwide pandemic that would change everything. Everything from the resources her
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jibrary had to offer to the way her team worked together and their library patrons would
need to be examined and changed. Reflecting on the question “In what ways did the
andemic change how I thought I would be working as a new manager?” provided her
with the opportunity for retrospection,

Leading with Compassion and Empathy

During her first year asa manager, Bogino looked for guidance for her new role as a manager
director and discovered James Downton's idea of transformational leadership, which notes
that the transformational leader can inspire others by their vision or personal mission.?
This idea of a mission-led leader was enlightening for Bogino, and it provided the guidance
she needed to help her lead her library and staff because it allowed her to use her personal
mission statement to guide the work of her team and what they tried to accomplish.? For
Bogino, within libraries, she had learned that her mission was to support others with the
information within the library. The way she knew to best support others—including her staff,
their patrons, and their partners and stakeholders—was with communication, accountabil-
ity, and compassion. With the onset of the pandemic, she was able to see the vision of her
personal mission come to fruition. Though the pandemic brought about change quickly for
the entire world, it also helped establish the refinement of Bogino’s personal mission as she
encountered the varied and widespread changes caused by the pandemic.

During the pandemic, Mokonyama’s library continued to provide research services
to health-care practitioners and hospital management as well as providing health infor-
mation to the public. Mokonyama in particular helped health-care professionals with
locating current COVID-19-related research in line with each professional’s specialty. The
library saw an increase of about 20 percent in the number of reference questions asked
by patrons. The difficulty level of the searches ranged from medium to complex. Many
of the more complex, COVID-19-related questions were made more complex simply by
the lack of readily available information about the virus itself. COVID-19 questions were
also complex due to the rapid speed with which information was changing as additional
COVID-19-related information emerged in various medical fields. In addition, some of
the library patrons from minority groups (e.g., African American, Hispanic, etc.) were
more interested in COVID-19 information as it specifically related to their ethnic and
racial groups. Such information was not broadly available at that time. Overall, Mok.onya-
mas patrons’ common COVID-19 searches were focused on diagnosis, treatment, infec-
tion control, PPE (personal protective equipment), testing, vaccines, adverse .eﬂ"ects and
safety, and transmission. Providing responsive and supportive refere.nc'e services can be
essential during and immediately following a crisis—whether the crisis is environmental,
such asa hurricane, or natural, such as a pandemic. Information that is relevant and aca:-
rate is paramount at such a time when individuals in crisis need to suPport each }(:ther.h

Indeed, taking center stage in Bogino’s personal mission of supporting others thr ougd
IibrarY information and resources was the idea that it must be done with compassion an

, knowledge that we all are human
empathy for others. During COVID-19, the need to ac g

1 ident.
and require a li nd compassion was made even more evid
qQuire a little grace a p
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The pandemic experience brought about continued exposure 0 trauma for everyone.:

The need for the library asa workplace to also bea RSYCTOIl‘:glcoalgy::fzEiaii,i?(zzr":gl:ﬁes
was crucial to maintaining a sense that all was.gomg v helopical sefity in 199g0 =
he pandemic. Kahn introduced the idea of psycho o'g1ca ty and
1hroughvl e p llowing a person to feel safe in expressing themselves and to be
defsiniitan t‘hc Bch oE R 18 L taliation.? The library could play a crucial
themselves without a fear of punishment or reta i i
role in providing supportive resources for emplo)/"?es, while also Pro¥ g flUCUOn
and research support for its patrons and organizational support .for its own emplayees,
Bogino’s library worked to create this type of environment for'the 11bra.r)T teanjx ona v.{eek]y
basis with the support and wellness training provided by hospital administration. Bu|1¢:-img
this trusting environment involved Bogino conveying to the team that they, at any time,
could come to her to ask questions, express their concerns about work, or even discuss
the current environment the world was experiencing.
Mokonyama noted that challenging questions arose at his library, including ones about
the efficacy, efficiency, and side effects of the vaccine, especially regarding pregnancy
and fertility. In addition to doing research as a regular job for the hospital community,
he found research questions to be personal because five of his colleagues had contracted
COVID-19 while treating patients. He had two pregnant coworkers who were in search
of credible information, and three of his friends had lost the battle with COVID-19. The
biggest challenge was to sift through a spectrum of opinions and circulating misinfor-
mation about COVID-19. It was important for him to provide information that would
not hurt the user. The biggest challenge was knowing what the evidence was behind the
information being provided. Another challenge involved determining how the informa-
tion might be helpful to the user’s well-being and decision-making process. Mokonyama
wanted to provide the best available information to help users and for the administration
to use the information for making good decisions.

During the pandemic, Mokonyamas library experienced a 15 to 20 percent increase in
the number of patrons who requested searches on stress, mental health, physical fitness,
anfl self-care. He rfea‘soned that perhaps many of the patrons were feeling the stress and
fatigue causc?d by hvnlng through a pandemic. Health-care professionals specifically may
have uj_nmf:t mfor‘m‘atlo-n needs c.oncerning their own self-care; it is necessary to be more
proactive in providing information resources to this population.” Prior to the pandemic

outbreak, Mokonyama completed a workshop at the hospital entitled Verbal Judo. In this

workshop, he learned about self-care methods, mental health assessment, and applying

Verbal Judo to influence others to come around to your way of thinking. He perceived
a need for a light community-engagement event, and so he started a pleasure reading
library book club, with Jodi Picoult’s novel Plain Truth as the first selection. Initially, he
expected to enroll twelve to fifteen book club members, Surprisingly, over 100 employ- |
ee-patrons had joined by the third day of book club enrollment and the library needed to
pause sign-ups. Fortunately, Mokonyama was able to modify the format of the book club
to accommodate all patrons enrolled. To make the book club run smoothly, he recruited
five other hospital staff members (a nursing informatics specialist, a physical therapist, the
chief financial officer, a quality analyst, and the manager of interpreter services) to help
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ywith the book club facilitation. Based on patrons’ input and discussions in the book club
meetings, Mokonyama communicated with the department of human resources about
the potential need for self-help training and workshops. Within a short time, human

resources planned workshops and sessions on various topics that related to self-care, and

they were all well attended.

Transitioning to Off-Site

Due to the lockdown, many of Mokonyama’s university partner libraries were closed and
not offering document delivery services. Other libraries scaled down their document
exchange services. Library service changes slowed borrowing and the efficiency of infor-
mation-sharing processes. The changes were fueled by different factors such as staffing,
concerns about the spread of the virus, and uncertainty as to whether the shared physical
resources had been disinfected or sanitized properly. Mokonyama’s health care library at
Penn Medicine, Chester County Hospital, also restricted materials that could be loaned
out to other libraries. Only requests for periodical articles were processed; no books were
allowed to be circulated from the middle of March 2020, and the policy is still in effect.

Beyond materials, practices also needed to change to accommodate the pandemic;
Bogino’s staff relied on open and clear communication to maintain the same level of
services and accessibility for their patrons throughout the pandemic, as well as to main-
tain a bond between coworkers. The medium-size hospital library currently has three
branches, two that support the clinical staff and one consumer health library to support
patients and the larger community. Maintaining adequate coverage at each of these sites
became instantly difficult with the onset of the pandemic, given the strict closures and
restrictions on access to the physical campus. Staff worked through varied remote sched-
ules ranging from completely off-site to a combination of on-site and remote. The latter
involved rotating among each of the locations to ensure coverage. Throughout all this
change, their daily e-mail and telephone call checks-ins and weekly team video calls
helped them maintain their level of service to their patrons and to ensure accessibil-
ity. These communication efforts also helped Bogino and her staff maintain a sense of
teamwork and commitment to the library patrons and to each other, increasing their
flexibility for scheduling coverage of the library sites and handling the various library
tasks. Bogino was proud of the team’s all-hands-on-deck approach to managing and
accomplishing the daily library tasks.

For Mokonyama, the library stayed open on a regular schedule (Monday through
Friday, 8:00 a.m. to 4:30 p.m.), and he shifted from in-person work to a hybrid remote-
and-in-person work model. A library volunteer came to work in the building on the two
weekdays Mokonyama worked remotely. During the pandemic, the library continued to
receive literature search requests via regular methods (e-mail, phone, walk-in, and the
literature request form). Since the beginning of the COVID-19 pandemic, the library
has opened a Zoom account. In addition to the regular methods mentioned, the library’s
Microsoft Teams and Zoom accounts have allowed it to conduct virtual meetings, refer-

€nce service, and patron literature search consultations.
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irtual meeting platforms such as Microsoft Teams and Zoqp, to
r herself and her library team members. The physica] aCcesg
point of her office door turned into virtual acce?s points viz.s weekIy‘Tzal:s meetings ang
daily e-mails to keep com munication flowing as if they all still c?ccuple t f? same working
space. This helped maintain positive morale for the team, which faced, like everyone ,
the world, days of uncertainty about health and security. As would be expected withip 5
hospital, the work never stopped, though Bogino and her staff members l:lad commenced
working off-site. Introduction of the virtual tools mentioned ensured their patrons would
continue to have the ready presence of a library staff member even if that person could
not be there physically. With these tools, their reference and library instruction, research
assistance, and interlibrary loan services continued allowing the library team to provide

Bogino too used v
maintain a sense of team fo

seamless support even from a distance.
Mokonyama’s library was fortunate to have off-campus library access to research

resources prior to the pandemic. Before 2020, the library had been providing online
services that included article, book, and media content as well as e-mail and chat refer-
ence. The remotely accessible resources were essential in keeping the library connected to
its patrons. Patrons were given access to temporarily free and open electronic resources
as well to links to subscribed e-books. During COVID-19, health issues became one of
the key concerns that Mokonyama considered regarding patrons; library safety upkeep
was important to protect library patrons and staff. This became a concern because the
library was potentially more vulnerable than before the pandemic to contamination from
resource exchange and high foot traffic. To address the health issue, Mokonyama regularly
disinfected high-volume library space; furniture and books were quarantined upon return
before items could be checked out to the next user. He focused on infection prevention by
following the CDC guidelines of handwashing, mask wearing, and using sanitizers and
disinfectants. The library was able to open for in-person assistance five days per week
(Monday through Friday).

The pandemic taught Mokonyama three things about library workflows and working
off-site. Prior to the pandemic, the public view was that library work can be completed
most efficiently and effectively inside a library’s physical confines, such as the building. He
learned, to the contrary, that work can be just as efficiently carried out remotely. Second,
he discovered that it is easy to do both short-term and long-term projects when working
remotely, prior to this time it was a challenge to focus on long-term projects—short-term
daily activities and service fulfilment efforts were too time-consuming or distracting.
Being on-site actually often makes it harder to switch tasks around on oné's list of short-
and long-term projects due to the nature of in-person work. One is more frequently
interrupted when on-site; other priorities may take precedence over what one had in mind
for the day. When working on-site, Mokonyama’s practices had been to focus mostly on
short-term, day-to-day operations and patron requests. Longer-term projects and plan-
ning were frequently shifted to the back burner, or they became summer projects. When
he was working off-site, it became apparent that he could spend the time and attention
needed for concentrated planning and focus for long-term projects. It was easier to focus
on long-term projects because there were fewer interruptions and unexpected visits, and
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he could closely follow the daily checklist, Finally,

be open to trying new things. For example, using Zoom for consultations proved to be
helpful to patrons and to Monkonyama himself, While Mokonyama believes th
work is optimal for relationships and in-person supportand that it wil]
he is also convinced about the need to be more flexible in one’s schedul
virtually as an individual and with colleagues and patrons may be need
and under different conditions, not just as a reaction to a pandemic,

the pandemic taught Mokonyama to

at on-site
continue to thrive,
eand that working
ed at different times

Setting Up Expectations and Accountability

As part of working through her personal mission of supporting others with the informa-
tion within the library, Bogino knew accountability for her actions would be paramount
as she worked to set an example for the team members she led (and continues to lead).
With COVID-19 invading the way everyone now had to work, the idea of accountability
had spread to the way Bogino had to manage her team, the library budget for which she
is responsible, and the way library instruction sessions were provided, shared, and taught.
With the normal workflow occurring completely off-site, it was imperative to create a
flexible schedule that met everyone’s working restrictions while also maintaining access
to library services and resources for patrons. This required effectively communicating
the organization's work ethic standards for working remotely and enforcing them, which
proved to be a challenge. At the start of the pandemic, the library quickly pivoted to a
completely remote schedule for support staff. This move required the creation of addi-
tional workflow process checks—such as listing the individual tasks each staff member
could perform in a virtual environment—to ensure that the n?mote w?rking. schedule
could be justified. This quick move to remote working also ‘requxred Bogmo to mt.roduce
special longer-term library work projects, such as electron1$ resource link checking and
cataloging tasks that could be performed in the library service platform. ) .
Bogind’s original thought, when taking on the manager’s role, was thalt1 sde wo{;x
have an opportunity to focus on learning about. the resources the. hbrar){ ha to of :,lr.
The pandemic changed this focus completely. With the co-sts associated wit remaining
i ity i ing at the hospital because of the pandemic,
open and serving the community increasing at the ! ‘ Pl o
nonessential or less essential budget items were ellmmated.. This ca.use] ogmkj s
closely at what could be maintained within the library offerings while also working
a smaller budget. . _ )
care providers continue to learn how to best prOYlde I;t-'o rzllm stud);nts rotating through
ship programs, and visiting undergraduate 1.-1ursllj1gtp ragl art of supporting the educa-
the hospital, the library is a busy place and' is an u;fegndlﬁ;t_.teaching e tha B
tional programs. The library instruction sessions sta C k pivot from regularly scheduled,
d how to use them—had to make a quick pivotir modate the
resources an i . henever-needed sessions to acco _
e perian dsseatil IR0 o d residents would arrive back on the hoSPltal
SSnging penns i s crl ate nursing students were not Perrmtted
campus during the pandemic. The undergradu

9
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and the medical residents, though on ¢,

ug

“the pandemic, . . .
ghtof the | prary instruction; all of this was dicty

dules for li e Gti
1t for addressing the pandemic. This was lesgoy

Iy librarians, who also juggled an On-site/off.gj,

; during hei
mpus during Bpa
1 bility in thelt sche
les of engageme
all staff of researc

on ca
had limited availa
by the changing
in tenacity for the sm
remote working sa:hef.h'lle.l _— ressed pandemic-induwd . Changeg

While Mokonyama an¢ g e Ao o s “brariam :

e workflows P[‘OCCSSES; )

y their library workflows, o " As middle

1; Jext section discuss how the pandemlc 1mpacted them Mmanagers, these
the next se SCUS!

ans were faced with their OWm: often similar, issues, opportunities, g

academic librari -
academic lit n their roles as recently promoted or hired indjyi4.

leadership development hurdles, yet, in &
uals, they also have unique shared experiences.

Academic Library Leadership during
the Pandemic: Shared Middle Manager

Experiences

Academic librarians and their libraries were also certainly impacted by the COVID-19
pandemic in similar ways to their medical library colleagues. This section of the chapter
strives to address the question “How does a manager learn to lead a new group, from
the middle, during a pandemic situation?” by highlighting the experiences of three
librarians in academic settings. All three librarians entered middle-management roles
in North American academic libraries. For two of these librarians, the leadership role
was a promotion within an organization where they had already been working; for the
third, the adjustment involved a relocation and a position at an entirely new institu-
tion. Cantwell-Jurkovic was promoted from reference and distance services librarian,
a nonsupervisory role, to head of access services and outreach, supervising four clas-
sified staff, at a regional university located in western Colorado in fall 2019. Smith
was promoted from a limited-term appointment to a tenure-track unit head position
;3%1_“{::1;?; ;:}Le;:z?:bs:sr:i;;:rseiepartment of an urban Canadian univers'%ty in early
g pOSth S ofr atlT srr?all Mld\fvestern two-year college in fall 2019
e Nmthwo thth fectlon services at a small fou.r-year liberal .arts
sy . f?s . This polrtlon of the c}.\apter provldes a synthesis of

ponses complete listing of the nineteen questions to which they responded
can be found in the appendix.)
using the Questiunslof that- : Sl thf.: au-thors decidetappetcn 'thclls -
answered the questions an;?}zvcf .as velikaive lnSpiration.“ EaCh. pers.on " ependen.tly
This exercise led to the ;mer y »t T“PUHSCS et i analyz.ed i cmi]:(r)rtl?:)tra:s.
tunities, and realities, The thb(mf . Sﬁvcral ROiESTIRe, mdUdmg. Cha-llenge'Slllf:'.‘:son;atep vr:‘fitrl;
the reader in whatever role t;mu,’ G Spedﬁc.snuanon"w}'b ries.

ey currently have or aspire to in academic ™l ka
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Challenges

it is perhaps easiest tlo ﬁr:st approach what it was |

romoted academic librarians to. learn to lead from
he challenges they fficed. One important challen,
experience was the dlﬂiclulty thcty faced in learnin
hree found themselves in meetings related to o
were within the typical scope of their job and othe

19’ arrival. The plan‘s ctissed ot those meetings were also impacted by the pandemic, as
seen in difficulties with budgets and f(.)recasting. Furthermore, pre-pandemic concerns |ike
the reality that students may be dealing with h°“5i“8- financial, and food security issues
did not vanish. Instead, they had to coexist with social distancing. sanitizing, occupancy
limitations, decreased and canceled programming, staffing shortages, furloughs, retire-
ments, stress, and more. Each author had a difficylt time expressing what had changed
about their jobs, in part because everything about their positions changed radically shortly
after they arrived, but also because the changes just kept happening, Campus, local, and
federal guidelines, employment and unemployment options: all of it changed as a result
of the pandemic and kept changing as the pandemic went on,

The three middle managers faced other challenges when learning their new roles, They
struggled to develop a sense of routine, which affected productivity, focus,
belonging, and change uptake. In addition to difficulties setting and maintaini
librarians noted feelings of being Jills-of-all-trades® and task derailment, prioritizing the
needs of others ahead of themselves, the need to upskill and cross-train, and very much the
understanding that their roles were not limited to standard workweek hours. Most of the
responsibilities they faced fell into the “other duties as assigned” areas of a job descrilp‘tion,
and those duties kept evolving as the pandemic progressed. As a result of the addgtlonal
responsibilities, all three reported a sense of stress related to wanting to 1f:arn tlleu'. new
role while also attending to other equally pressing needs. Smith said that it was e\.rldeflt
that the role that existed pre-pandemic was vastly different from what [I] was doing in
the early pandemic period.” As a result, it took significantly longer for the. author-respon-
dents to learn their actual jobs, and they each understood that that adjflstment, un.der
more normal circumstances, would have most likely occurred more quickly. Alffl_e}uble
mindset, rather than specific rigid guidelines and protocols, and the v§lue of self-trust,
i i resented the skill set needed for

active listening, and addressing and accepting jc.tress, rep 5
success as newly minted middle managers during a crlzlst. P
The employment circumstances of staff who reported to e oAl
also a concern—shifting to remote hiring processes for any opening e e
i - us and library discussions of staff redeploy
e e I C?mP‘ sitions vacated by retirements during a
o e Olhﬂ:wme)’ po:s - context; and issues of accountabil-
time of deep financial upheaval in the higher edu(.aho‘nl ! Oin,g s W

ity during work from home (WFH) as well as potential ong

€ra I ta k]n J . . . .
t] b on anew role n 2SS 1 i i 25— 0 Or these hb[‘at’ D.IIS, 1

ike for recently hired and recently
the middle during COVID-19 from
ge throughout their peak pandemic
g their jobs, As middle manage
ganizational planning, some of which
rs of which were solely due to COVID.

rs, all

feelings of
ng routines,

organization entirely—while also
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a wealth of challenges for these individuals. 1§I:1t the s%tuution '.}Im Created .
moments that fostered change. Indeed, managing during the COVID. g S r:h:”
very much about navigating change: N ) -
Within a clearly un-ideal situation, the ability of an nrga[ln,;anon and the "
uals within it to pivot—to shift direction, mentally, bchavugraliy, el11()ti(-,,1a|ly'1fh“
functionally—is important to facilitating a stro‘ng, productive work en\/ir(,m;]:""-'
For new appointees, like the authors of this section, there have been thye, N

(at fuase

e , i i . Cagy)

phases to their new p051t10ns—-pre-pandemlc, during peak pandem,demch{n
oy # - )

circumstances, and the back-to-campus period. These phases are similay for my,

workers and created especially distinct pivot points in the job learning curvye that the-:
new managers faced during COVID-19. While each had the same job, technica];\'
throughout the pandemic, the shifting realities of responding to the pande;, maci;.
the nature of their jobs shift within these phases and underscored the difficultieg
learning the actual job.

Prucha's expectation prior to arrival was to perform the work of a long—standing previ.
ous department head who had retired and to create new programs and initiatives i
would build upon that person’s work. However, the pandemic quickly derailed these plans

as Prucha soon found herself “covering four other positions in addition to learning [her)
own [job]” She wrote:

Due to a hiring freeze and furloughs, we lost several staff members. My Collections Tech-
nology librarian and | covered those positions. We dropped all other goals in favor of
one over-arching commitment: We made sure materials became and remained accessible
in a timely manner without inconveniencing our users. This meant that learning my job

became second to mastering our staff's jobs. It also meant that my priorities constantly
shifted or got pushed to the back burner in favor of everyone else’s needs.

Similarly, Smith recalled that

[she had] seen four of the roles in [her] unit vacated by retirements during the pandemic,
which ...added more challenges including remote hiring, onboarding, etc. [and that these
human resource changes] coupled with the complexities that arose due to the vast

changes in Collections [i.e., great increase in more complex e-resource requests] made
difficulties multifold.

While there is some evidence to suggest that a silver lining to the pandemic may bethe
uptick in free or low-cost professional development opportunities,' the realities of theset
managers—trying to develop in a new role, grow skills, and establish themselves—ffe’?fc
the day-to-day challenges of professionally developing in their jobs, while or thejﬁ_b -

While retirements, furloughs (voluntary or otherwise), and the like are often strains®

s e . jorities
and for organizations, for new managers they may prove even more difficult; the pric

! . ificant that
of the department, its personalities, and its level of flexibility become s0 S'gmﬁcandjust.

each day holds multiple potential pivot points on which the manager may need to;n 4
For Prucha, this flexibility also involved being real: she stated that she is not the

boss who puts on a fake and utterly cheerful face for faculty and staff, and
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this outlook allowed others to] ..know when [she is
rough backlogs of work. That's when [she realizes] how lu
thr

| stressed out and working
e D and say, ! don't want to add any more to your plat
5

tby [she is] because they will
e"and "How can | help you?”

1 some Ways this perspective reinforces The i‘mportance of remembering supervisors
; L;mﬂ“S' too; they, like all members of an .111stltution, have goals, priorities, roadblocks,
are ‘t ations, energy boosts, and energy drains. But Prucha’s statement also notes a way
trlfi :he allows herself to find opportunities in challenging situations: by allowing those
i:-:,und her to see h(?r humanity. ’l'h‘e .trz}llspz}re|1cy she demonstrates also allows others to
ep aV8Y from their own stressors, if ]‘ust for a moment, in order to show parts of their
manity in return—their undf’.rst:dndmg, their empathy, and their acknowledgement."”
1 a similar vein to acknowledging 1n-the~@om ent humanity, another mental pivot point
uncovered by the authors was that of looking forward. Prucha discussed the fact that

there are still days when | can't see a light at the end of the tunnel, and | worry that |
don't have time to do the professional development and planning that needs to be done.
Until the summer of 2021, those days were very frequent. Now, | see pinpoints of light as

others are able to do their jobs without so much help, or when | can actually spend two
hours with a staff member who needs it.

A typical role of a manager involves being forward-thinking and engaging in planning,
However, these newly placed managers found planning very difficult not just because of
the pandemic situation, but also due to the fact that they were also acclimating to their
new positions. The struggle of Prucha and others to see the light ahead speaks to the
discouraging nature of the pandemic and the need for self-motivation, self-encourage-
ment, and self-care.

Cantwell-Jurkovic’s reflection on her feelings and emotions during peak pandemic
months and her institution’s in-person 2020-2021 academic year involved oscillation
between supportiveness and gratitude, and fatigue, overwhelm, and resentment. Cant-
well-Jurkovic noted specific feelings of resentment at how thoroughly COVID-related
tasks could take over, overwhelm from other job functions and priorities, and fatigue
related to the exhaustion of focusing on all the (ever-changing) guidelines, concerns,
time lines, and so forth set out by the institution and the government." Like individuals
around the world, librarians confronted the same information overload and ever-chang-
ing guidelines set by their local, regional, and national governments, which were then

addressed and implemented by their organizations. That said, Cantwell-Jurkovic found
helpful ways to pivot her mindset stating, that she

could go back to the important reality that [she] was getting to work [her] ]o'b, on site,
and that [she] was less isolated than so many others and that [they] were trying to stay
safe and strong so that [their] institution could also stay strong. That was an important
motivator and an enduring focal point for [them] all, even on the bad days.

This is a pivot point with which many supervisors can connect—the institutional, great-
: : 15 i
“-800d mindset as a form of motivation and energy and encouragement. While the
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Remaining change-agile is not always easy, mentally or em'onc.ma y, for Onesl e
benefit or the benefit of one’s staff. Perhaps one of the ways to maintain a level of flexibility
toward change is to lean into the feelings of possibility, of newness, of forwafd-moving
change, of opportunity, and of empathy.””

Opportunities

The COVID-19 pandemic has been difficult for many; it has been heartbreaking, polar-
izing, scary, financially precarious, destructive, and extremely exhausting.’® But it has
not been without opportunity. Libraries as organizations are known for their adaptability
to change, as a thing of circumstantial necessity, a quality desirable for managers and
other leaders, and a key element of retained relevance."” Libraries and their workforces, as
service-driven organizations and individuals, were able to embrace a number of changes
when faced with the COVID-19 pandemic, and these adaptations allowed them to glimpse
through windows of opportunity

As in many organizations, process adaptations and new technology implementa-
tions became a focal point of daily agendas for librarians during the pandemic.* Cant-
well-Jurkovic's and Pruchas organizations had not previously supported remote access to
work computers, but, within moments of the WFH order, it seemed, options were put into
place that would allow employees to work off-site. All the middle manager librarians in
this section experienced expedited institutional uptake and adoption of tools like Micro-
soft Teams and Zoom. Many already had access to these tools at their institutions, but
the degree of use, user permissions, settings, and level of necessity all shifted. From staff
meetings and quick messages to programming, outreach, and research consultations, new
software came to the forefront of the author-respondents’ work. Cantwell-Jurkovic also
indicated additional uses of Teams implemented at her institution, which included task
tracking for electronic resource renewals, bestseller collection suggestions, and committee
project management (such as committee tasks underway at her institution’s institutional
review board). She is also currently using it as a drafting and source depository toran
article she’s coauthoring with institutional colleagues. , the

Many libraries were already collecting resources in electronic format e :f:,r of
pandemic. As a result, these libraries were well positioned to focus the remain
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Wwo rvices as possible, many public services middle
process for patrons,” or enhanced book ch

adents orkil?g at a distance to access to print-only materials, At Prucha’s library, ILL and
" Jecionss ervices cgllaborated to purch'flse and send books requested through ILL di r;ctl

(o library users: Physical books were recellved and checked out as if they had been de]ivcrczl/
o the brary. Books were due v‘vhen the library reopened, and when returned, more delib-
erate cataloging work and physical processing was done with each book. E-boo
purChaSed based on ILL requests and were made available as quickly as possi
imely access. Some of these concepts will not be new to all libraries, but these opportu-
sities nonetheless demonstrate that libraries and librarians chose not to resist change and
upheaval, but rather to embrace the tumult in order to benefit their communities,

And the tumult within library communities was not always on the other side of the
service desk—these three librarians who were new to their middle-management posi-
tions also sought ways to stabilize their staff during times when in-person meetings were
impossible (i.e., while working from home) and when in-person meetings felt less personal
than in pre-pandemic times (e.g., using masks, social distancing). But there were now
new or more overt benefits to finding ways to meet—meetings proved beneficial for both
individual and collective morale. Additionally, meetings now required a new sense of
intentionality. According to Smith,

s and continue as many
Managers also developed curb-
apter scanning services, allowing

yatron s

side pickup

ks were also
ble to ensure

My daily activity was very reactive; we were in a global crisis. However, we were all
experiencing this crisis alone, working in a way that was so isolated from each other.
The brief, recurring team and one-on-one meetings were not something that existed in
our unit before the pandemic, but they are something that will not disappear after it.
[They have] helped deepen relationships and make intentional moments to touch base

with each other.

For Prucha, being entirely new to her institution, meetings provided an opportunity
for new coworkers to get to know her, and her them. For Smith and Cantwell-Jurkovic,
meetings offered the opportunity for coworkers to get to know them in their new role
while also adjusting to a colleague in a new capacity (alongside all the other newness).
Even instances of remote hiring procedures were new, but established an opportunity for

nstitutions in higher education, including their libraries, to step away from the well-e.s-
hiring processes that have long been in

'ablished —but time-consuming and expensive— !
institutions can at least consider

Place within academia, Learning from these experiences, .
alternative hiring process models with many now having experienced alternatives.
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positions by working together in-person. H.ov'vever, the ma‘lﬂ.ag(_r’sr }‘l,vert af e. to mitigate
feelings of upheaval by engaging in cross-training and‘ upski m-g. e pro C'SSl onal devel.
opment opportunities increased their knowledge of daily operations (potentially at a faster
rate than would have occurred otherwise) and exposed them to the roles played by the staff
they managed in ways that may not have happened before or aftel- t_h? pandemic. Quick
upskilling and cross-training resulted in disassembling existing divisions of labor as the
managers developed the skills needed to cover other positions under their direction, and

sharing the labor may have created a sense of camaraderie between managers and staff
that made it easier for staff to respond positively to change.

]
T
h

Lessons on Leadership

Despite the challenges faced by these middle managers in order to maintain library services
during a tremendously difficult and stressful time, there were some long-lasting impacts
from the additional responsibilities undertaken during the peak months of the pandemic.
One such impact was the development of leadership styles that may not have been their
initial approach prior to the pandemic, but that became appropriate as the circumstances
unfolded. During this time, Prucha “learned [that] leadership is about ... [establishing] a
path forward and bringing everyone with you” and noted that this “has meant different
things to different people. It's meant firmly insisting that we are a community that works
together and that's why we are back in person when so many are not; but it’s also meant
realizing other people bring real concerns that require flexibility on [her] part.
Similarly, Smith noted that the “pandemic has made [her] more aware of human-cen-
tered leadership” to the extent that she adopted what she considers a user-centered
design into her leadership practice, where the users would be her staff, Likewise, Cant-
well-Jurkovic highlighted the role that dedication and commitment to the library and
university played in her promotion and how those relate to her current leadership role:

| also make sure | reinforce that my institution, our library, and my staff and coworkers
come first [despite also starting a PhD program in Fall 2020] ..to reinforce [that | am]
interruptible and show commitment to them and to [her] ability to prioritize.

While these realizations do not come without challenges, these realizations became

i  of
opportunities for the authors to grow as leaders, to better understand the rged:aﬁ

- 3 f ve »
their staff and colleagues, and to maintain a flexible, unity-focused mindset.
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checkout and reserves services. With three staff managing over nmet)l/ building hoy.
cach week, Cantwell-Jurkovic recognized that the pace, plans, and goals set f.or her day
could quickly get off track. This challenge, present regardless of the pandemic, became
nearly a full-time job in itself. . ' N
Beyond external factors, at least two of the mid-level managers voiced new anxieties
with their new roles and responsibilities. Both Prucha and Cantwell-Jurkovic noted feeling
that they must constantly stay connected to work communication during the pandemic,
with Cantwell-Jurkovic noting that “no matter how tired [she] may be, it is critical that
[she] check texts and emails during [her] wake-up process each day, and before the lights-

out process each night,” and Prucha described the anxiety in the hours when she is not
with her team:

(She] did that at the expense
“reverberation” from that choic

I find it difficult to stay asleep. | wake up with rushing thoughts about everything | need to
do and everyone | need to email. | sometimes feel dread, particularly on Sunday evenings
because | don’t know what is going to hit me when | get back on Monday morning.

While issues of insomnia have been documented among health-care workers during
the COVID-19 pandemic,* clearly this issue arose in other industries as well. Smith, too,
acknowledged a strong mix of anxiety and fatigue, even outside of work, despite having
historically strong work-life separation abilities. For her, too, these feelings have abated,
but, in her terms, due to “finding that balance” and, now, “after many months of practice
[she has] been more or less successful keeping outside-of-work emotions separate from
[her] work”” These emotional ups and downs identified by all three author-librarians
compounded overall anxiety, stress, and fatigue during the pandemic, with the additional
factors of new jobs, new responsibilities, and complex, awkward learning curves.

The staff managed by the three librarian-authors too were tasked with coping with
their own internal and external realities, and this added a layer of complexity to the

management of these individuals. Prucha noted that staff exhibiting tendencies toward
introversion “flourished” in the COVID work environment, stating,

They were less stressed because of the lack of interaction and have become more stressed
as we have become required to work together again in our shared space. Other more

_extroverted people have benefitted from returning to a more communal environment.
[Their] productivity and engagement have increased.

Beyond introvert versus extrovert needs and challenges, Smith also b88;“ t}? C;”;:"ider
the role of Maslow’s hierarchy of needs in staff since the pandemic began Shet ;’IEVes
that before the pandemic, the needs of her staff would have fallen higher on ]-.tase;ze Clletrla:;
chy—for example, self-actualization, esteem, and so on. HOWeveb she emp
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conclusion

[n many ways, the overarching themes of managing during a crisis like the COVID-19
p andemic“a"d !ikely other crisles—‘can be summarized by resilience, communication
patience, ﬂexibihty: and dete.rmmatl'on, as well as the value of self-care, listening ami
openness. While this chapter is not without its limitations, it strives to share key stor;es of
those who needed to rise to library leadership challenges, Particularly within the context of
anew position, in the midst of a global pandemic. This chapter also seeks to draw attention
to the important roles of library leaders working primarily alone and who needed to do
50 in a circumstance that created even more aloneness and isolati

. _ o on. Medical librarians
have long played a crucial role in providing research informatio

o - n to their constituents.
Their role was even more critical during COVID-19 as the pandemic severely affected all

human activity, up-to-date and accessible information was paramount, and the activities
surrounding information sharing had grown in their complexity,

This pandemic has highlighted the need for librarians to be agile and nimble and to
have and provide access to current, reliable, and high-quality research resources. For
both Mokonyama and Bogino, workflow changes were made—like the increased need
to shift some acquisitions from print to electronic resources, while also supporting the
print collections—but such needs and shifts were not exclusive to medical and hospital
libraries; all libraries and their staff needed to find pathways toward providing resources
and continue outreach to patrons, no matter the context. Thus, more than anything, the
pandemic reinforced the need to support others with information, and the strong posi-
tioning and commitment of library leaders and staff to providing exactly that support.
This was evident across all managers involved in this chapter, not only for themselves but
also for their reflections on the work of their entire libraries during the pandemic. While
not at all an easy time to start and develop as managers and leaders, the pandemic did in
fact prove to be a training ground for leadership in many ways, even if not ideal, as we.ll as
atime and space for deep reinforcement of leaders’ commitments to their organizations

and, above all, to their patrons.
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dix A: Self-Interview Questions
3 I;)yl cantwell-Jurkovic, Prucha, ang

Can you tell me what role you have, in what department/context you work, 5, {
how many years of professional experience you have? N

Focusing on this pandemic period and your daily work activity, can you tel|
how this has changed from the point of view of the contents of the activity?
What has changed?

What is new?

What is no longer there?

How has your forecasting and planning activity changed?
What aspects did you find difficult in this period?

Thinking again about your daily activity, can you tell me how it has changed
compared to the relationships you have with the people you manage?

Thinking about the people you manage, have you been able to observe changes
in their needs and requests in this last period?

What have you put in place to meet them?

And with respect to the ways they related to you, has anything changed?
If you think about how you relate to them, do you notice any changes in your way
you pose yourself during this time?

Thinking about your leadership style, do you think it has changed in this period?
If so, in what way?

Thinking about the management team in which you are part of and its way of
functioning, can you tell me if and how the relationship with the different profes-
sionals of the team has changed?

Have you changed the way you proceed in your daily work? And what about
decision-making and planning?

Thinking about your supervisor ...has your relationship changed during this
period? If so, in what way? 8

If you were to identify a person you are referring to in this period to seek help or
to seek someone who will listen to you, who would that be? B

Now think about yourself during your workdays. Tell me how you fee and what
are the feelings and emotions you experience during your work shifts?
If you think about the period between one shift and the next and the

journe
that takes you to your workplace, what feelings/emotions do you experience ix);
these moments?
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