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Notes on Operotions
Rethinking ond Tronsformlng
Acquisitiohs: The Acquisitions Librorion's
Perspective

Corol Pitts Diedrichs

.tl,s part of evaluating current acquisi-
tions tasks and skills, I reviewed the lob
description for the head ofthe Acquisition
Department at the Ohio State University
(OSU) Libraries as it existed in 1987. Ten
years ago, the head of the Acquisition
Department was required to:

l- administer the oneration of the de-
partment with re'sponsibility for the
full ranse ofactivities associated with
ordering, receiving, and accounting
for all materials (monographs and se-
rials, print and nonprint);

2 formulate policies and oversee the de-
',,elopmeniand implementation of op-
erational orocedures in consultation
with department personnel;

3. supervise directly two faculty mem-
bers and three senior paraprofes-
sional staff, and indirectly, a staff of
more than 50 CCS (Classified Civil
Service) and students:

serve as a member of the libraries'
Administrative Staff Conference;
work closely with the head of the
Cataloging Department, the pre-ser-
vation ;ffi;er, the collection develop-
ment officer, and public services per-
sonnel; and
reDresent tl-re libraries in relevant na-
tiohal forums, and maintain commu-
nication with booksellers and ven-
dors for library materials.

The qualifications that appeared in the
position description that wis advertised
included:

o A master's degree in library science
firom an AlA-accredited program

r Substantial relevant expeiienie in the
acquisitions operation of a large aca-
dernic or research l ibrary

e Demonstrated ability to lead and to
direct professional and support staff
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in a large and complex technical serv-

technolory
o Ability to cornmunicate clearly and ef-

fectively both orally and in wiiting

In general, the underlying skills re-
quired in 1987-managing, collaborating.
and adrninistering-are siill required t6-
day and have not Changed rnuch.\{,hat has
cl-ranged are the context, environment,
scope ofduties, and use ofthose skills for
the benefit ofthe libraries. The changing
nature of libraries will require librarians
with core skills such as collaboration,
flexibility, and adaptability. The virtual li-
brary might clrange the organizational
structure in such a way that no identifiable
acquisitions department will continue
to exist, but the core skills that success-
ful acquisitions librarians possess will
st i l l  be required for the acquisit ion of
l ibrary materials.

AcqursrrroNs TASKS Toney

Magrill and Corbin (1989) identified 10

ations; and developing and analyzing
perlormance statistics. In tl're later
chapters, they also revealed the specific
aspects ofthese lunctions such al bibl i-
ographic searching. vendor-control led
order plans, gif ts and exchanges. and
acquisit ion of serials. These tasks cer-
tainly reflect rnany of tl.re acquisitions
librarian s daily activities, but new tasks
are present as well, such as acquisition
of electronic products ( includng l icens-
ing), management of new outsourcing
activi t ies (such as PromptCat or shelf-

ready approval plans), or copy cataloging
performed at point of receipt.

It is easy to believe that the times in
which one lives are times of extraordinarv
change. But in looking back only 30 years
or so, it is clear that significant changes
have occurred with a decided irnpact on
the acquisitions functions of today. Reid
( 1995) provided a taste ofthe changes that
have occurred in acquisitions tasks since
the 1960s. For exaniple, acquisitions in
1969 involved working with manual sys-
tems; using the National Union Catalog,
Books in Print, Publishers \Veektq,
Forthcoming Books, Book Publishi;g
Record, Cumulatioe Book Inder, and
publishers' catalogs to verify orders;
checking tl.re card catalog to be sure that
a title was not already owned and seeing
whether the library owned related edi-
tions; and checking paper order files to
see whether a title was on order or in
process Orders were sent by U.S. rnai l ;
rush orders went by airmail. Comrnuni-
cation with vendors took place via mail;
there were no 800 phone numbers, no
library-generated credit memos, and
few form letters. Repetitive data entry
was standard-creating the order re-
quest, creating the purchase order, etc.
I t  could take a serials invoice person up
to tl-rree months to review a large serials
invoice before it could be appioved for
payment If vendors had any automat-
ion, it was crude and unsophisticated.

The intervening years have seen the
development of the OCLC Online Com-
puter Library Center, Inc utility as a
verification tool, the availability of 800
phone numbers and ISBNs, the advent
of the personal computer (PC) and PC-
based products such as BIP Plus, auto-
mated acquisitions svstems in libraries
and interfaces with automation in the
vendor's shop, use of the Machine-
Readable Cataloging (MARC) record
format in vendor databases, electronic
ordering, and access to vendors througlr
the  In te rne t  (Re id  1995)

As an outqrowth of the set of tasks
assigned to acquisitions librarians, these
librarians have developed a set of skills
that are essential for success in rnanaq-
ing acquisitions today as well as in tlie
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future. In reviewing this I'ristory of tl.re
acquisitions profession, Reid closed her
presentation by identifying acquisitions li-
brarians as being (1995, 270-7i):

1. "No lorrger immersed in the nitty-
gritty details ofreviewing each order
and assigning vendors"

2. "Technologically adept"
3. Part of a larger decision-making

process than in the past-decisions
cannot be made in isolation

4. "Generalists [who must] have more
of an overview of selection and of
acquisitions by rnany means, includ-
ing interlibrary loan, electronic docu-
ment delivery and online databases,

plernent one, scrap it if it doesn't
work, and then adopt another solu-
tion Acquisitions li6rarians must be
decision-hakers"

6. Business people
7. People who are "[b]uying not only

books, journals, microfonns, and
tapes, but CDs, CD-ROMs and vid-
eos, and database access, as well.
More and more we are buying infor-
mation customized for the user's im-
mediate need: we are negotiating
CD-ROM and online database con-
tracts and we are assigning IDs and
passwords to our users."

It is easy to list the current tasks in-
volved in the management of acquisitions
processes today and difficult to know for
sure what those tasks will be in tl.re future.
Thus, acquisitions librarians must focus
on the skills that will be needed in the
future rather than on the tasks. Nisonger
(1994) provides a clear reminder that stu-
dents e-ntering library school programs to-
day will not finislr their careeis u*ntil 30 or
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be extended to those already practicing in
the field.

I conducted an extensive review of
the managernent literature looking for
the current thinking on leadership and
management skills that rvould be appli-
cable to the acquisitions professional in
the future. Much of the current rnan-
agement theory first appears in the jour-
nal literature but is then syrthesized
effectively in subsequent monographic
literature. This paper reflects the think-
ing of leadlng management theorists
and practitioners whose works have
been-published in the last {ive years.
This period was selected because the
field of management theory has under-
gone considerable reorientation during
this time. As they apply to acquisitions
librarians, these skills fall into three
general categories: rnanagerial, busi-
ness, and personal.

MANAGERIAL SKILLS

Acquisitions librarians are first and fore-
most managers. In my assessment of the
management and library science litera-
ture, five managerial skills emerged as the
most crucial: having a vision and setting
goals, creativity and innovation, leader-
ship, problem management, and change
management.

Havruc a VrsroN AND SETTTNG GOALS

Vai l l  (1993,  13)  de f ines  a  v is ion  as :

an expressior.r that does not merely de-
scribe u'hy an organization exists and
u'hat products and services it intends to
deliver A vision is a portrayal of an or-
ganization's intended activities and char-
acter in vivid terms that caoture an
organization's human mearring and ralue
A vision is full ofpossibilit), A vision is a
motivational statement as much as it is a
descriptive statement It expresses the
feeling that those u'ho hold it have for the
organization and its u'ork The bare state-
mer.rt of rvh,v the organization exists and
of u'hat it intends to do rve rvill call the
'nrission.' Its hunran meaning and the dif-
ference that the missior.r rnakes in the
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*,orld u'e rvill call the 'vision ' If the mis-
sion is the rvords, the vision is the music

The purpose of a vision is to excite and
inspire those rvho work for the depart-
ment as well as state the fundarnental
values that rvill permeate every decision,
policy, or action of the department (Phil-
lips 1993). For exarnple, a vision that
could be rvritten for OSU s Acquisition
Department might read as follows-: to pro-
vide the best acquisition, receipt, invoic-
ing, cataloging, project control, and man-
agement services so that the departrnent
can help the collection managers deliver
high quality service to the university's pa-
trons. A vision for a particular goal can
help show what tl.rings nlight be like once
the goal is accomplished.

Visions are long-range initiatives. They
should be reasonable enough that there is
a good chance of achieving them. How-
ev-er, they should also be just enough out
of reach that an extraordinary effort will
be required to achieve the vision. Particu-
larly for middle managers such as acquisi-
tions librarians, visions should be witl.rin
the control of the manager to achieve
Visions that require changes beyond the
manager's reasonable control are not real-
istic For example, a vision that requires
the addition of 10 new positions during a
hiring freeze is neither reasonable nor
within the control of the manager. Visions
sl-rould also be well known bv everyone
who is a part of making the visi,on happen.
Finally, a fundamental cornponent of any
vision is that it inspire everyone with the
prospect of making that vision a reality
(Yeomans 1985). Visions need to exist at
all levels of an organization. Acquisitions
librarians must set accomnlishable visions
for their departments and atternpt to in-
fluence tl.re visions being set for technical
sewices and the library as a whole.

In 1996, the Copy Cataloging Section
at OSU was merged with the Acquisition
Depeutrnent. Following that merger, li-
brarians in the department envisioned
that excellent service could be provided if
an eight-week copy cataloging backlog
were eliminated and a one-week turn-
around were rnaintained on that material
in the future. The staff believed that if

they eliminated the copy cataloging back-

ment would not receive as many com-
plaints or be considered inefficient. In-
itead, the departrnent would be
considered a place where a collection
manager could get real help and assis-
tance. The department would improve
and enhance its reputation for providing
excellent service.

FosrERrNG Cneertrqrv eNo
INNovATIoN

"Creativity is the ability to free yourself
from imaginary boundaries, to see new
relationsliips ind patterns and in that
way accomplish new things of value. . ."
(Yeomans f985, 53). When new trends

Creative thinkers often rely on intuition
to free their thinking process. Intuition
has been defined as the ability to see the
woods, not just the trees, to see the big
picture, or to grasp opportunities. This
iombination of creativity and intuition al-
lows one to think unencumbered by the
way things have always been. Intuitive
thinking is an irnportant skill to have or
acquire in the current library environ-
ment because of a number of factors that
reflect our current world: a hish level of
uncertainty, few precedents on which to
base decisions, few reliable facts available
to guide decisions, a limited time period
in which decisions often must be made,
and often the availabiltiy of several plau-
sible options to consider (Phillips 1993).

Many people see creativity as being
tl-re provinie of sorneone else, particularly
artists and other "creative types"; every-
one else just plods along. Yeomans (1985)
has identified four common barriers to
creative thinking. The first is making
lvrong assumptions. Usually individuals
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think that because things have been a cer-

to solutions The third barrier is not want-
ing to make mistakes. Any creative or
original idea means going outside the
known r,vorld to the unknown. In order to
explore these unknor,vn areas, librarians
must be prepared to rnake mistakes, re-
group, and begin again. The {inal barrier
is using only the left brain The left brain

wil l ing to implement these ideas, o{ien
just because they seern interesting.
Creativity is only the first step in the
process of innovation. Creativity deals
with idea generation in generai, rvhile
innovation deals not only with idea gen-
eration but also with the implementa-
t ion ofthose ideas (Olaisen, Lovhoiden,
and Djupvik 1995). This is one of the

as l ibrarians; being an acquisit ions l i -
brarian is secondary to the rnore general
role as a prof'essional librarian. Achier'-
ing success{ul innovation fileans more
than just encouraging the innovators,
however. I t  is also-irnportant to have a
system that supports idlas liom the con-
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ceptual stage right through to production.
Libraries need both creativity and innova-
tion; they need stall to think beyond the
box but also with a realistic view of how
something can be irnplemented.

LEADERSHIP

Obviously, managers will continue to deal
with personnel issues on a daily basis The
aspect of managing personnel that is of most
concern is not the nitty-gntty but rather the
issue of leadership. One particular aspect o{'
leadershi5de"eloping a sense of r'espon-
sibility in staf{-is fundamentnl to the suc-
cess of acquisitions librarians In order to
develop (or enhance) a sense oI'responsibil-
ity in sta{f, leaders must give staff full re-
sponsibility to do their own work and must
develop mutual confidence and respect. In
tum, this will reduce the need fbr superwi-
sion to a minimum. Leaders must 

^allow

freedom ofexpression, which can allow staf{'
to become more self-&rected under the
guidance and direction ofpolicies andwork-
llows established bythe organization. Man-
agers must focus on being sure they get the
results they need and that no reasonable
library pollcy is violated rather than direct-
ing every detail of how the work is accom-
plished (Van Fleet 1973).

One technique for allowing this free-
dom o{'expression is to use mission-t1pe
orders. Mission-type orders {bcus on tell-
ing the employee what needs to be accom-
plished, not how it has to be done. The
manager needs to convey the mission to be
accomplished or problem to be solved, the
limitations imposed. and the resources
available. Both responsibility and authority
must be given; they go hand in hand.

Mission-!'pe orders are also a good
way for acquisitions managers to encour-
age proactive behavior. Proactive manag-
ers identi fy a problem. concern, or service
enhancement before a crisis develops. In
contrast, reactive managers tend to re-
strict their actions to problems brought to
them. Crises in the orqanization dictate
their actions The proaclive manager iden-
tifies a problem-such as a four-week delay
in the revieu' and processing of approval
material. That problem and the desired out-
come-a redriction in the tirne needed to
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rJrocess the rnaterial to one, ts'o, or tluee
iveeks-is presented to stafl. The older-
to identify ways to reduce the processing .
time to one, t\\'o, or three rveeks-is given
to the stal l  to soh'e. This is a lar more
eflective strategv than simply identi{ying
a potential solution without the input of
the sta{I rnost directly invol'r'ed

Using this approacli also requires nan-
agers to back the decisions made by their
employees. Managers rnust let employees
put their rr-rethods to rvork. Stalf mernbers
will not stick their necks out rvhen thev are
al iaid ol having their heads c'hopped <>lL
Accountability is equally irnportant; it is
{air to hold sta{f accountable fbr results.
Of course, this does not mean beratir-rg
them rvhen something goes wrong, but
rather evaluatins the issue to determine
u,hat can be donL di{Terently next time

An irnportant part o{ developing this
sense of responsibility is keeping staff in-
lbrmed Thompson (1994, f20) states that:

Employees Irequently I'eel le{i out of the
loop, and ir.r our CNN fCable Nel's Net-
*'ork] society, knou'ledge and infbrmation
rr.ield tremendous po\\rer It isn't necessar-
ily tl-rat tliose in positions of pou'er and
autl'rority rvithhold ir.rfbrmation as much as

they fail to keep people in{brmed, Tlie

reluctance to tell everyole that tl 'rere is rn

{hct no neu's gets misconstrued as an at-

tempt to keep people in the dark In other

cases, the hesitancv ol leaders to admit

their mistakes is seen as another such con-

ceaiment strategv The Iailure to admit

our shortcomings in ti're vierv oi those rvho

already are au'are of them can nearly dis-

quali{y us lrom being seetr as a leader.

The capabilities ofintegrated library sys-

tems today require sta{I to use independent

thinking to be successful. These systems

function best','r4ren st#I are empowered to

rnake skilled decisions throughout the rvork-

llou'. The need to ernnower stall'is a rnatter

o{ survival

PRoBLEM MANAGEMENT

The {ourth managerial skill is problern

management. It is not possible here to

discuss speci{ic techniques involved in

problem managernent. Instead, the lbcus
here is on the process ofproblem manage-
ment itsel{. The {irst step in many prob-
lern-solving rnodels-problem de{ini-
tion-often assufiles that the manager
already knorvs u'hat the problern 

- is.

Lubans (f994. f40) uses the term "tness

tinding" as the "the {uzzy, inefl'able, first
intirnation that something is going or has
gone awry and that rnissing or ignoring
[his ini t ial  step rnight explain why our best
ef1brts sornetimes {ail." In the problem-
definition stage, managers can also look
tbr rvavs to irnprove a process even where
there isn't a problem, but where there are
dillerent ways to achieve results.

treat the symptoms-the most obvious
thing that is not functioning correctly-
rather than determine the {undamental
nroblern and address that. OI'course, it feels
good to do sornething with positive and inr-
inediate e{I'ects. Hon'ever, that resolution
will be short-lived if the root of the problem
has not been addressed In most cases, the
root problem will simmer and smolder and
manife.st itsell again, at which point more
energry will have to be directed tou'ard its
resolution.

For the most paft, managers find
themselves surrounded by problerns. As a
result. the kev issue is to determine u'hich
ones dese*e attention. Thus, the essen-
tial first step is to get a clear, objective
picture ol ' the prohlem, who is involved,^and 

.uho is al l icted. The manafer must
also deterrnine q'hat is not the prohlern

and undelstand the l imits t , l 'whalt can be
achieved

For example, until recently, the Acqui-
sition Department at OSU did not have
enough personal comPuters {br each sta{I'
rne,lrbe,l to have dedicated access to de-

the problem and the lirnitations, it u'as



LRTS o 42(2) c Notes on Operations /Ilg

clear that the library u'as not going to be
able to replace all pCs irnmediitelylltrvas
also clear that the durnb terminals u,ere
actually useful for some activities and spe-
cilically needed {br activities such as siri-

sider the problern {rorn their perspec-
tive. Another technique-fbice-{=ield
analysis-asks you to describe the
worst-case scenario as lvell as the ideal
situation. The situation regarding equip-
ment was right in the middle Setween
these two extremes.

The next stage of the analysis fbcuses
on the forces thil are making the situation
better or worse. As a reruit, the {brces

These techniques are uselul because
they facilitate thinking about problems in
new_ways. For any given problem, there
are likely to be several ilternatives for
solving the problenr or rnanaging the so-
lution, the third step in the pioc"ess. The
term "problern manigement; rather than
"problern solving" hal been used here be-
cause problem management is not just
about finding a solution. Sornetimes there
is no solution to a problem. In our exam-
ple, rather than spending extraordinary
t ime debating the-solut ion. the Acquisi-

tion Department had to focus on rnanag-
ing the situation arrd coming to terms with
hou'to schedule and share the exist ing
resources ellectively. In such circum-
stances, one of the main obiectives of
problern management is helping people
corne to terms with the situation.

This part of rnanagerial skills should
not be limited strictlv t"o the evaluation of
protlems. These techniques and rvays of
looklng at problems are also usefui fbr
looking at new ways of doing business.
One of the key things acquisitions librari-
ans must learn to do is ask questions about
their work. Findine time io think about
rvhat we are doing iather than simply re-
acting is dllficult. But, taking tirne to ask
questions and examine assuhptions can
result in new ideas and approiches. For
example, Yeomans (19851 identifies two
excellent questions to ask: Is this function
or project really contributing sornething,
or could it be disbanded? \ 'hat would be
the efl'ect on the organization if it weren't
around? During one hiring freeze at OSU,
this question wls posed ibout the exten-
sive searching done on serial check-in du-
plicates befoie disposal. As a result, the

months. At the end oI' four months.
rather than discarding the pieces as had
been done previousl-y, th-e duplicates
were sent to the appropriate destination
l ibrary. The piecei iould be used as f i l l -
ins or-staff af the location might know ol'
reasons lbr retaining the 

-dupl icates.

This new approach works well fbr every-
one and eliminated a labor-intensive
searching process

CueNcn MaNecnveNr

Change management is an extensive topic
with rnany aspects. This section will focus
on a I'erv leyiho"ghts on this topic. Most
are about the realities of today and the
mandate librarians have to keep them-
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selves poised and ready to deal with a
rvorld in ccinstant change. First, according
to St Lifer (1996,26),

better than six out of ten library staff sav
their job responsibilities have changed in
the last year, rvhile more than three out of
four say their jobs have changed in the last
three vears Of those reporting changing
jobs in the last year, aLrost six out ol the
ten cite technology as the printarl  reason.
follorved by reelgineering/staff develop-
men t and dou'nsizing/cost-cutting

Tl-rese facts are no suncrise to rnost librari-
ans, but they reinforce the reality of the
library rvorld today-things are never go-
ing to get back to "normal." Unpre-
dictability and change are the norm.

Being proactive about change rather
than being a Pollyanna is essential for
future suciess. lndividuals with a Polly-
anna mentality believe that change is
something that happens to you. In con-
trast. acouisitions librarians need to be
proactive in making cl'range happen. In
order to do this, individuals must institute
habits that will help them stay ahead of tl.re
curve. Manaqers need to know what is
corning. Forixample, rvhen OCLC rvas
first exploring and developing its
PromptCat product, librarians at OSU
quickly expressed interest in seruing as a
tist site for this product. As a result, we
participated in a beta test that assured us
PromptCat would be a valuable and effi-
cient iool for our workflow. Althoueh it
\\'as over tlrree years belore we could ac-
tually begin to use the product because of
capabilities of our integrated library sys-
tem and our vendor, we r,*'ere still able to
plan additional changes during that pe-
iiod with the knowledse that this nerv tool
was coming (Rider and Hamilton 1996).

Scanning the environment and identi-
fying new ideas is one technique to try.
For example, individuals can read less-
farniliar nb*spape.s and magazines, talk
to new people, or go to unfarniliar places
once in a wl'rile. These softs of activities
help individuals become more receptive
to nerv ideas. In today's library world.
many nelv ideas are very revolutionary.
Professionals must look for and embrace

ner'v ideas, as tl-rey are the foundation of
prolessional grovtth and developtnent.'But 

rve rnust not lose sieht of the fict that
change must be grounded in reason and
rationale. \\/e rnust not change things just
because we tl-rink it is tirne to try some-
thing new. \Ye must keep in mind the way
in u4rich people pick up on ner'v ideas.
Sl.raffer, as quoted by Uolt, uses tl.re image
of a bell c.,we as a rule of thumb: \\rhen-
ever a ne\v idea is presented, u'e rnust
expect approxirnately 67o ol'the audience
to come io the conclusion before us. They
are the true visionaries Another 87o,
roughly, are fast to grasp the point and
become advocates. About 367o soon jurnp
on tl-re bandrvagon, wl-rile another 367o
drag their feet but grudgingly agree to go
along. Acceptance then drops off at the
same rate, witl-r about 87o nevet accepting
tlre idea and 6Vo that try to sabotage it
(Holt, Stamrnel, and Field 1996).

BusrNESs Sxrr-r,s

In the area of business skills, four key
areas hold the most irnportance lor the
future: financial and contract administra-
tion skills, publishing expertise, automa-
tion and teihnical skills, and negotiation
skills. The first three have long been part
of the acouisitions librarian s skill set and
area of exiertise. Hewitt (1989, 107) rein -

forces the need for this expertise in a
single example:

The bibliographic s'orld and the book
trade rvith rvhich the acquisitions depart-
ment must deal is international, nrult i l in-
gual, cornplex and disorganized Manv
acquisitioDs tasks, albeit repetitive, re-
flect the complexity of interaction rvith
this envirotrnrent At the Universit l '  of
North Carolina, for example, a CPA man-
agement consultant from the Universityt
Systens and Procedures Departtnent con-
ducted a three-persotr, month-long study
of the Acquisitions Departrnent He con-
cluded that it rvas easilv the n.rost complex
procurelrent operatiotl he had ever exam-
ined Even n-rore gratifling u'as his conclu-
sion that the departmer.rt's procedural
cornplexity u'as full;- justified by the de-
malds of acquiring library materials fror.r.r
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an iDternational market ir.r a research h-
brarv enviroument

and expertise needed to manage acqui-
sitions effectively.

\\'hen talking about financial skills, fis-
cal management is often a responsibility
ofboth acquisitions and collection devei-
opment librarians. In libraries r,vhere

ski l ls is t l re need to keep them up to date
as the environrnent changes. particularly
as it relates to the evolution of scholarly
communication. Allison and Reid (1g94,
31-32) state that:

Ross Atkinson u'rites that "acquisitions ad-
ministrators-\l'ho, along rvith' circulation,
interlibrary loan, and preservation offi-
cers, have prin.rary responsibility for deliv-
ery in the paper-based academic libraw of
today-need to begin planning no$. lo ex-
pand their knou'ledge and responsibilities
to respond to the ner,v requirements for
information delivery in the rapidly ap-
proaching age of r.rehvorked information "
He iurther explains that acquisitions lead-
ers, so as to assume a major role, must
broaden their knou'ledge in the ecor.ronics
of publishing and scholarly comrnunica-
tion; ir.r electronic publishing; in infornra-
tion technology and teleconr.nunications

_ If acqr,risitions librarians ha.r'e not kept
their skills up-to-date in this area, tl.riy
will be ineffective in dealing with external
partners

For example, the lg88 internal audit
of the OSU Acquisition Departrnent fo-
cused on items such as the paper order
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requests suhmitted by collection manag-
ers. Since that time, neq' auditors, tl'roJe
with electronic data processing (EDP) ex-
pertise, have workedwith the department
on electronic transfer offunds to a serials
agent and the entry oforder requests di-
rectly into the acquisitions systein by col-
lection managers. Had the acquisitions
librarian not kept her skills up-to-date in
the area of audlt standards in the EDp
area, she rvould not have been as effective
in deal ing with these professionals.

ln the 1.980s. having an extensive un-
derstan&ng of the details of autornated

ciencies in tl're systern. Today, tl-rose de-
tails can be left to staff members who rvork

ration or individual exploration. Kalin and
Clark (1996, 32) I1a; captured the es-
sence of this change in their article on
technostress:

The rapid change of technolory necessi-
tates a different approach to training
Staff also have to ntake a commitment to
learn neu. skills Training nust become ar.r
integral part of their u'ork life, not an ad-
junct activity An increasilg nunrber of li-

' braries are finding it unrealistic and
impractical to provide forn.ral trair.rir.rg for
every occasiorl Rather, they are encourag-
ing and ernbracing inforrnal, collaborative
modes of training

Negotiation skill is the Iast business
sklll in this section, and the area in which
acquisitions librarians need the most edu-
cation Acquisitions librarians have nego-



I2A LRTS . 42(2) . Diedrichs

tiated for many things in the past, such as
approval contracts and discount sched-
ules. However, today's environment re-
quires librarians to negotiate more often,
even down to the individual license agree-
ment, and rvith rnore resolve that tlie li-
brary is the customer and can demand and
expect to receive rnore of lvl'rat it needs
and requires. \\/hen the term "negotiate"

is used, people first think of high-level,
large negotiations such as labor contracts.
They may also think of more personal nego-
tiations such as buying a car or a house. In
reality, people negotiate on a regular basis
without even realizing it (Lewicki 1993).
Negotiation is sirnpdthe discussion that
brings about a result or agreement, espe-
cially where some element of bargaining
is involved. For exarnple, you negotiate
when you share scarce resources with a
colleague such as printing to a sl-rared
printer, or when you divide the chores of
daily living with a spouse. These are good
examples of negotiation because they
aren't govemed by rules set by a higher
authority.

Once again, space does not permit a
detailed discussion of the nrocesses and
principles of formal negotiation. Instead,
icquisitions librarians should focus on the
following thoughts about tl.re results and
nature of negotiating:

1. In most situations, there is a solution
that will benefit everyone, i.e , the
classic win-win. For example, in a
license negotiation, in a win-win situ-
ation the library gets the product it
wants at a reasonable price. The sup-
plier gets to make the sale while pre-
serving the rights that are essential to
success.

2. Anything can be negotiated Not all
neqotiations result in success, but it
is often possible to change or bend
the existing rules successfully. \\'hen
librarians call to discuss a product,
they can encounter a set of rigid rules
at the customer service level that are
not viable for the librarys situation.
Negotiators do not have to accept re-
sponses such as "thats the only way
we distribute the product " Instead,
they should work their rvay up the

hierarchy until they reach someone
who has tl.re authority to discuss and
negotiate the terrns. Negotiation can
be-initiated for anything for which
the existing terms are not agreeable,
although the negotiation might or

all concerns (Yeomans 1985).
4. Negotiators must be willing to walk

away from the deal. Before gettilg
into a negotiation, acquisitions Ii-
brarians should work with those in
their own orqanization, such as the
collection development officer or di-
rector to determine what factors can
inhibit the deal. Once agreement is
established witlrin the organization
about those factors, negotiators will
have the knowledge and authority
about what compromises can be
made and wl-ren t-o walk away from
the deal.

PERSONAL Sxrrrs

Personal skills are a difficult set of attrib-
utes to define and articulate because
there are so many of them, because they
are often intanqible, and because there is
no consensus on which are the most irn-

as the foundation on which otl.rer per-
sonal attributes are built Five aspects
of self-leadership are tl.re focus of this
discussion: having a good attitude, mak-
ing good first impressions, managing
stiess-, assessing one's perforrnance, and
usinE pou'er effectively.

Aitnost alwavs. individuals control the
way in udrich'they respond to things.
Nothins in the actual rvork environment
dictates'horv one reacts to thinqs. It is not
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uncomrnon for sornething to happen at
work that causes individuals to feel angry.
They have tu'o choices about how to-re-
spond: they can control or channel anger
toward positive results and let it out in
appropriate ways, or they can have a posi-
tive outlook on what can be achieved. Be-
cause individuals have a choice, most of
the time they will be better off reacting in
apositive ratl-rer than a negative way. Peo-
ple like to work with a poSitive person
more than a negative one. Upbeat think-
ers are more fun to be around and people
have more confidence in them.

It is impossible for people to know
wlrat a person tLinks and feels deep in-
side, but they do pick up on what bubbles
to tl-re surface. Thus, what a person allows
others to see is important. IT asked. most
people would indicate that they tl.rink
they are already very positive. However,
Yeomans'research I'ras shown that people
who listen to tapes of themselves in con-
versation and rneetings are horrified at
the amount of negative thinking they do.
Librarians must learn to look at each new
situation and manage their reactions to it.
Changing one's ouilook doesn't happen
ovemiglrt; it is something that an individ-
ual lras to work on euery-day. Also, having
a positive attitude does not mean that you
l-rave to accept everything that comes
along without conrplaint. ft does mean
you look at each situation and pick the
best way to react to it (Yeomans ig85).

Having a good attitude erffects the first
impressions one rnakes on others Obvi-
ously. rnost people are aware of tlre irnpact
off i ist inrpiessions in t lre context ofsiart-
ing a newlob or being on a new commit-
tee. Horvever. people forget that nelr'
"lirst" irnpressions are made every day-
even iI'an individual has worked in the

w.orked witli for a long tirne; rvhen they
li'ork rvith someone rvho is new to the
librarv; rvhen they u'ork lvith someone
.,r4ro iras taken on new responsibilities;
and ulren they take on nes,-responsibl l i -
ties thernselves. People {brm opinions
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very quickly and those opinions might be
hard to change later (Yeomans 1985).
That is exactly why first impressions are
important: tl-rey persist longer than later
experiences that might serve to refute
tl.rem.

Controlling reactions and managing
first irnpressions is stressful; the inevita-
ble next Droblem is how to control and
manage tf,e stress that all of this brings to
bear The first rule of stress is that it is
normal and can be energizing if used cor-
rectly. The second rule of stress is that
while it might be good for helping indi-
viduals to work better than they do in
ordinary situations. it also can be down-
right disabling. The third rule of stress is
that when something goes wrong, it is
Iikely that five or six rnore things will also
go wrong at the same time, driving stress
to intolerable levels. The prescription for
dealins with these three rules is to attack
the outside forces that cause stress, to
change the personal habits that contribute
to stress, and to irnprove the ways inwhich
individuals react to stress.

To manage stress, individuals must ac-
cept that stress exists. Moreover, they
must remember that not all stress is bad
wl-ren they are planning strategies for
dealing with stress. Managers rnust learn
to be-and then remernber that they
are-good stress managers. To do thii,
individuals can remind themselves how
they have handled sirnilar situations be-
fore. It helps to remember that stress usu-
ally ends and the duration is not too long.
Managers must rernember that they are
not oerfect and should not be too hard on
tl-remselves. Adrnittine that one is stressed
to others might be a useful strategr. An-
other exercise is to ask oneselfrdrat could
be tl.re rvorst thing that could happen.
During a stressful situation, it is important
to decide on a course of action; and after
the stressful situation is over, reward one-
self (Yeomans 1985)

In a couple of other contexts, I have
considered ivays to assess the perfonn-
ance of onet department, but let's extend
tl.rat discussion io talking about ways of
assessing the individual's perlbrmance. If
managers really want to irnprove, they
should not lie to thernselves. Managers
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need to recognize their stren$hs and
weaknesses For example, managers
should recognize that strengths include
meeting deadlines, using all available re-
sources to get the job done, basing reports
on actual results or concrete inforrnation,
and presenting solutions as u'ell as prob-
lems to their supervisors. Common rveak-
nesses include being unprepared for meet-
ings, panicking easily, or leaving projects
unfinished. To identify strengths and
weaknesses, rnanagers need to ask tl-rem-
selves probing questions about horv they
behave on the job and whether their ac-
tions meet organizational expectations.
Typical questions focus on the relation-
ship that managers have with tl.reir super-
visors, how managers respond to crises,
how they prepare reports, and whether
they finish assignments and projects on
time. Such questions will elicit inforrna-
tion tl-rat will increase self-awareness
However, self-perception is only half of
the equation. Managers must also seek
out the perceptions of others about their
work and performance. Self-perception
and the perceptions of others usually vary
and both sets of observations are needed
to form a rounded picture.

Finally, the last personal skill is the use
of power. Carson, Crason, and Phillips
(1995, 26) assert that:

Simply stated, pou'er is u'hat r.r.ranagers use
to influence others When employees are
cooperative, inlluence is easily accom-
plished et other times, hos'ever, a man-
ager might r.reed staff members to do
things against their will It is in these cases
that the use of po*'er must be carefully
considered. . . The challenge facing the
library rnanager is to el'fectively use po\\'er
in a manner that mininrizes resentment,
hostility, and vengeful reactions

Of the five types of pou'er, tl.re first
three-power to reward, power to punish,
and authority-come with the job and,
thus, are less useful and more punitive
types of power. The higher in an organiza-
tion you are, the more of these types of
power you have. The last two types of
power-expertise and referent power-
are the most valuable types of pou'er for

leaders because they are positive types of
power and have the potential to influence
the actions of more people than the oth-
ers. The power associated with expertise
occurs when the leader is oerceived to
possess special knowledge, unique exper-
tise, or rare skills. Referent power results
when staff identify with ^nd-ure attracted
to the library manager. This latter type of
power "'. . . attaches to a leader because
people admire him, want to be like hlm,
or are wowed by his integriry charisma or
charm.' . ' The better the leader the
more likely he is to rely on the personal
sources of power Really effective
leaders ahnost never have to put the
screws to someone"' (Sonnenberg 1994)
Expertise and charisma undergird vision.
ideas. and direction. all ofwhich leaders
need to lead. Vision and direction have a
greater effect on a larger nunrber of
people than a leader expects to reward
or punish directly. This is the kind of
power to which acquisitions librarians
should aspire.

These personal skills are important for
acquisitions librarians for a nurnber of
reasons. In todays library and the library
of the future, the prim:rry role of acquisi-
tions librarians will be managerial. They
will continue to collaborate with internal
Dartners. such as librarians in the auto-
mation, collection development, and cata-
loging departments. They will negotiate
contracts with vendors, evaluate perform-
ance on outsourcing arrangements, and
design and coordinate new projects and
approaches to operations. The personal
,iiil, dir"rrrr"d 

"'bou" 
are essent'ial com-

ponents in the successful fulfilhnent of
lhose responsibilities

CoNcrusroN

Today's library environment is a catalyst
for significant change. The future of li-
braries is characterized by a high level of
uncertainty where there are not many
precedents on which to base decisions.
Decisions and courses of action will be
made more ouicklv than ever before and
witl'r fewer r"liuble facts on which to base
the decision In addition, there n'ill be
rnultiple avenues to pursue or several
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plausible options to consider.
Acquisitions librarians wl-ro have a vi-

sion and are able to set and acl-rieve goals

n ill be valued managers. Managers will be
expected to use creativitv and innovation
to promote information access and deliv-
ery such as successful negotiation of li-
censes for e]ectronic products. There will
be greater demand for the rapid delivery
of rnaterial to users. Acquisitions librari-
ans can play a part in this through adop-
tion of new services and tactics, such as
outsourcing, to expedite the delivery and
processing of materials. Acquisitions li-
brarians have many skills that will con-
tinue to be valuable in the librarvworld of
the future. It is imperative that they con-
tinue to expand and broaden their skills in
managernent and business as well as de-
velop personal skills to cope with an ever
changing environment.
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