Reatiiiiing 24

R E P O K T F E S U MW E S

ED 017 308 24 LI 0OG 266
THE PUBLIC LIBRARY EXECUTIVE--AN EXFLORATION OF THE ROLE OF

AN EMERGING FROFESSION.

BY- CARFENTER, RAY L.

NORTH CAROLINA UNIV., CHAFEL HILL

REPORT NUMBER BR-6-8336 FUB CATE  DEC 67
OFFICE OF EDUCATION (CHEW), WASHINGTON, C.C.

CONTRACT OEC-2-6-G68336-1462

EDRS SRICE MF-$0.56 HC-$4.04 99F.

CESCRIFTORS- *LIBRARIANS, #*FUBLIC LIBRARIES,; *ADMINISTRATION,
®¥ADMINISTRATOR ROLE, ACMINISTRATOR RECEFPONSIBILITY, BOARC
ADMINISTRATOR RELATIONSHIF, PROFESSIONAL SERVICES,
INTERAGENCY COCFERATION, GOVERNMENT STRUCTURE, CITY
GOVERNMENT, COMMUNITY RELATIONS, GROUF NORMS; GOVERNING
BOARES, TRUSTEES, INTERFERSONAL RELATIONSHIF,

THE RELATIONSHIFS OF THE CHIEF LIBRARIAN IN THE
MECIUM-SIZED FUBLIC LIBRARY WITH GROUFS AND AGENCIES EXTERNAL
TO THE LIBRARY ARE CESCRIBEC AND ANALYZEC. HIS PROFESSIONAL,
TRUSTEE, ANC GOVERNMENTAL EXFECTATIONS ARE CERIVEC FROM THE
LITERATURE BY AND ABOUT LIBRARY ACMINISTRATORS AND FROM
INTERVIEWS WITH FUBLIC LIBRARY ACMINISTRATORS. COMMUNITY
AFATHY, THE LOW STATUS OF THE LIBRARY, ANC LEGAL ANC
FINANCIAL RESTRICTIONS INHIBIT THE ADMINISTRATOR'S BEING AN
AGGRESSIVE ECUCATIONAL LEADER IN ACCORC WITH HIS FROFESSIONAL
EXFECTATIONS. FROFESSIONAL NORMS ARE OF MINIMAL HELF TO
HIM--THEY ARE WEAK, TOO NUMEROUS; ANC OF TEN NON-EXISTENT FOK
DIFFICULT SITUATIONS. LOCAL FRESSURES ARE STRONGER THAN

" PROFESSIONAL, ALTHOUGH FROFESSIONAL TIES AND LOYALTY ARE

CONSIDEREC MOST CESIRABLE. ACMINISTRATOR-TRUSTEE
RELATIONSHIFS ARE NOT CLEARLY CEFINEC ANC ARE STRESSFUL.
ALTHOUGH THE ACMINISTRATOR CANNOT BE AS JREATIVE AS THE
LITERATURE OF THE PROFESSION INFERS,; HE CAN INITIATE FROGRAMS
AND INTERPERSONAL RELATIONSHIFS TO FACILITATE THEM, LARGELY
THROUGH BARGAINING WITH BOARC MEMBERS ANC GOVERNMENT
OFFICIALS. INTERPERSONAL TASKS ARE MORE IMFORTANT THAN
TECHNICAL ONES,; AND MOST ARE WITH LAY PERSONS QUTSICE THE
LIBRARY STAFF. THE FROFESSION HAS YET TO EVOLVE USEFUL NOKMS
THAT WILL REDUCE THE STRESSES OF THE EXECUTIVE ROLE AND
ENHANCE GOAL ATTAINMENT. THE INTERVIEW SCHECULE USED FOR THE
STUDY IS AFPENLEC. (AUTHOR)




BR- ¢-£23L4
PA -2
LT QOO0 e
ERIC/0118

EDO17308

FINAL REPORT - , -
Project No. 6-8336 L“7
Contract No. OEC~2-6-068336-1462

THE PUBL:C LIBRARY EXECUTIVE:
AN EXPLORATION OF THE ROLE OF AN EMERGING PROFESSION

Pl

December, 1967

U.S. DEPARTMENT OF
HEALTH, EDUCATION, AND WELFARE

Office of Education
Bureau of Research




U.S. DEPARTMENT OF HEALTH, EDUCATION & WELFARE
OFFICE OF EDUCATION

THIS DOCUMENT HAS BEEN REPRODUCED EXACTLY AS RECEIVED FROM THE
PERSON OR ORGANIZATION ORIGINATING IT. POINTS OF VIEW OR OPINIONS

STATED DO NOT NECESSARILY REPRESENT OFFICIAL OFFICE OF EDUCATION
POSITION OR FOLICY.

Froject ¥o. 6
Contract Fo. CEC-2-6-

THE PUSLIC LIBRARY ZXECUTIVE:

A3 EXPLORATICH OF TZE ROLE CF AW LEiZRGING PROFESSICHN

Ray L, Carpenter

University of Korth Carolina
Chapel Hill, Horth Carolina

December, 1967

The research reported herein was performed pursuant

to a contract with the Cffice of ®ducation, U.S.
Department of Health, Fducation, and Welfare.
Contractors undertaking such projects under Government
sponsorship are encouraged to express freely their
professional judgment in the conduct of the project.
Zoints of view or opinions stated do not, therefore,
necessarily represent official Office of Zducation

position or policy.

U.3. DZPARTHENT OF
HZALTHE, EDUCATION, AND WELFARE

office of Education
Bureau of Research

ERIC

Full Tt Provided by ERIC.




4

TABLE OF CONTENTS

CHAITER FAGE
S UII‘{PIARY [ [ [ [] [} [} [} [ [ [} [} [} [ [ [} [] ° [} . . [ ] [ l
T. PURPOSE AND FLAW OF THE STUDY o o ¢ ¢ ¢ o o o 2
Introduction
Conceptual Orientation of the 3tudy
Method

II. THE PUBLIC LIBRARY IN THE SOCIAL 3STRUCTURE. - 10
Introduction '
The Public Library Today
The Public Library and Governmental
Structure

III. NORM3S AND NORM CONFLICT FOR LIBRARY
ADMINISTRATORS ¢ o o o o o o o o o o o o o 23
The Library and Librarianship as a Social
Organization for Librarlians
3ystem of Norms for the Library Administrator
The Library Executive's Relations with his
Board and Government

Summary
IV. THE PUBLIC LIBRARY ADMINISTRATOR: INTLERVIZEW
I{EFORTS [ ] [ ) [ ) [ ] [ ] [ ] [ ] [ ] [ ] [ ] [ ) [ ) [ ] [ ) [ ) [ ] [ ] [ ] 50
Introduction

The Modal Fublic Library Zxecutive
V. SUMMARY AND CONCLUSIONS o o o ¢ o o o 0 v ® 0 79

APPENDIX [ ] ° [ ] ° [ ] [ ] [} ° [ ] ° [ ] [ ] [ ] L] L] [ ] ° L] [ ] [ ] [ ] 91

11

ERIC

Full Tt Provided by ERIC.




ACKMNO ILEDGEISNTS

I am deeply rrateful to the candid and senerous
public library administrators who consented to intecrvicuws
and responded far beyond the expectations of courtesy.

To Rupert B. Vance and Richard L. Simpson go my
thanks for intellectual counsel.

The accommodation and encouragement of Deans Harzaret
Kalp, Carlyle Frarey, and Lucille Henderson made the
Work easier.

Fatricia Anderson Carpenter's personal and professional
assistance and editorial judgment were invaluable,

Q 1ii




SUMMARY

The relationships of the chief librarian in the
medium-sized public library with groups and agencles
external to the library are described and analyzed.
what the profession, the board of trustees, and govern-
ment officials expect of the administrator 1is derived
from the literature by and about library administrators
and from interviews with publilc library adminlistrators
and other library officials.

Community apathy, the low status of the litrary,
legal and financlial restrictions inhibit the administrator’s
being an aggressive educational leader in accord with
his professional expectations. Professional norms are
demanding and often non-existent for difficult situatlions.
Pressures from local groups are stronger than those of
the profession, although ties with the profession are
maintained and professional loyalty is considered most
desirable.

Interrelationships of the administrator and the
trustees are not clearly defined, and tension between the
two is common. Although the administrator cannot be as
creative as the literature of the profession infers, he
can initiate programs and the interpersonal relationshlps
that facilitate their instrumentation. Administrators
may bargain with board members and government officilals
to achieve thelr ends.

Interpersonal tasks are more important than technical
tasks, and most of the important social relationshlps are
with lay persons outside the library staff. The pro-
fession has yet to evolve useful norms that will reduce
the stresses of the executive role and enhance the library’s
goal attainment.




CHAPTER I

PURPOSE AND FLAN OF THE STUDY

Introduction

This study is concerned with an occupational role
g that 1s centuries old but nevertheless is presently in the
| process of defining standards and functions for both its
incumbents and 1its clientele. The study proposes to
describe and analyze the role of the public library
executive in his relationships with groups and agencies
external to the library.

Of speclal sociological interest in this instance
1s the behavior of a professional within a bureaucracy.
The common and differential values expressed by an affil-
lated profession and bureaucracy are of central importance
In understanding the overall configuration of American
soclety and modern societies in general.1 The public
library 1is a relevant and amenable subject for sociological
study. It 1s a discernible, formally organized, and
chartered social agency, and its professional executives
are readlly ildentifiable.

.

While the public library is itself bureaucratic in
nature, its relationships with the larger bureaucracy of
the city or county government are not clearly “"bureau-
cratic"., That 1s, the hierarchy of authority within
the local government i1s inconsistently and often indirectiy
related to the public library. The board of trustees
acts as a mediator and often as an independent source
of primary authority over the library. Nonetheless, the
public library administrator, acting in this general
framework or system of bureaucracies, faces certain
standards or norms delineated by his profession and a
different set of specific behavioral expectations arising
; from his interaction with governing officials with whom

'~ he must work in order to maintain and develop the goals
of his organization. The major sources of stress in this
executive's role seem to arise from the differential
values and expectations of his profession and the govern-
mental bureaucracy.
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The task of this study is as follows:
1. To describe the development and formal structural
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features of 1librarianship, presenting a case-study of the
public library and its chief administrator as a professionzal
in a bureaucratic structure.

2. To identify the norms and attitudes of a panel
of public library executlves in order to determine thelir
role and the various means by which the differential
expectations of the profession and the local government
are resolved through negotiation and bargaining by the
administrator.

The results of the investigation should enlighten
us further about the general problems of structured role
strain peculiar to the special occupations we call pro-
fessions in their behavior as part of a bureaucracy as
well as clarifyins the particular problems for the library
administrator within this setting. Such information may
assist to the end of providing more effective library
administration and better education for administration.

Conceptual Orientation of the Study

The basic unit of this study is the role of the
library executive. While there 1is considerable variation
among authorities about the nature and definition of-roles,
Caplow has described a common core of three elements:
roles are associated with organizational positions, they
have "something to do with the tension between expected
and obssrved behavior,” and they are involved in inter-
action. The role of the library executive 1ls one
position with a particular set of. expectations and atti-
tudes in the library organization. For librarians there
are shared expectations derived from the profession and
others derived from the larger bureaucracy of the community
government with whose members they interact. The position
of the library executive includes, then, sub-sets of
expectations for and attitudes about the single position
he occuplies. To the extent that these expectations have
sanctions they can be considered norms in that they are
behavioral directives. Attitudes, however, may slmply
reflect ideal or rationalized behavior and may have little
effect on interaction. Of further interest 1s the consensus
among librarians concerning thelr norms or expectations.

More specifically, the role of the llbrary executive
may be viewed as consisting of three major parts:
(1) managing the internal operations of his organization,
(2) promoting of the organization, pushing for the attain-
ment of established as well as new goals, and (3) educating =--
disseminating ideas and information in accordance with the
basic ideals and norms of his occupation and organization.
While considerable attention has been glven to the llbrary
administrative role as a manager of internal affairs of
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the library, little attention has been given to his role

in relation to the outside world. The focus of thkis study
is on the latter two parts of his role, as promoter and

as educator, for these most clearly bring him into contact
with other organizations and have had far less consideration
than the problems of internal management.

Role stress refers to the felt or perceived conflict
of expectations within a role. It 1s assumed that the
jncumbent of a2 position tends to sustalin tension when
the norme of one group of which he 1s a member are not
consistent with those of another group, and that "there
tends to be a strain toward consisgency or adjustment"
between the various sets of norms. Chester Barnard's
classic Functions of the Executive notes that this con-
flict of codes of behavior is characteristic of executives.,
The results of such conflict may be of three kinds:

(1) "A kind of paralysis of action - indeclislveness. . .

(2) conformance to one code and violation of another. . .

(3) a substitute action (which) satisfles immediate

desire. . . or *%the d&ctates of one code and yet conforms

to all other codes." The latter alternative requires a
creative solution, pursuing a course of actlon that in

some measure attains the goals of the organization and

does not unduly violate the norms of conflicting interests,
in this instance, the profession and the governing authority.

It is important to note that these concepts are
used primarily in their structural sense. Roles, role
stress, and expectations or norms as used in this analysils
are viewed in terms of what the incumbents say they do
or should do, both in the literature and in the interviews.
The analysis is one then of "ideal" rather than of actual,
observed behavior. Further it 1s necessary to note that
we are not assuming that any incumbent's actlons are
simply or wholly "determined" by the various norms
peculiar to his position and his roles. Two facts 1n
the relationship between norms and roles are especlally
relevant to this point. The first ccncerns sanctlons.
g ganction. . . 1s a punishment or reward whose aim is
to procure conformity with the standards gf behavior
regarded as desirable by a social group."” Some sanctlons
are clear and direct while others are diffuse or un- ‘
specified -- indeed, there are norms for which there seem
to be no sanctions other than a vague, zgeneral "djisapproval."
Second, there may be a considerable variabjlity of con-
sensus on the importance of a given value.~ Individuals
may perceive narrow ranges of behavior as being permissible,
and these ranges may constitute different segments of a
continuum. Or, individuals may percelve wide permissible
ranges of behavior although there 1s quite strict conseusus
on the end points of the range. The range of permissible action
1s extremely important in analyzing conflictling social
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norms. ' Any assumptions that the behavior of an individual
is "caused”" in the nalve sense by norms, or that norm
conflict is similarly a nezessary result when two or nore
codes impinge on the same position are unrealistic.

Rather than being points or narrow bands, norms consist

of ranges of possible behavior. Indeed, the "very
exist~nce of flexibllity or social slippage -~ But not

too much - makes behavior in groups possible.”

The two major distinctive sources of standards for
behavior for the library administrator are his profession
and the local governmental bureaucracy to which he is
responsible as an employee.

There is a considerable body of literature debating
the issue as to whether or not librarianship is truly a
profession. Many of the terms of the debate are beyond
the scope of this study, but many of the conditions or
characteristics of professions as they are generally
denoted are relevant. Librarians talk about themselves
as professionals as distinct from persons working in
libraries in sub-professional or non-professional and
clerical capacities; they are concerned with the problems
of vocational educatlion and with a wide range of standards
for their work and its organization. Librarianship is
in the process of being professionalized. Because we
3 are coricerned with what librarians say they do and should
Y do, the element of professlionalism must be considered.

These are the general characteristics attributed to
professionals: systematic theory, authority, community
sanction, ethical codes, and a culture.? As Greenwcod
has put it, the possession of these attributes is "a
matter of degree"”; non-professionals also have these
attributes but to a lesser degree. Certailnly librarians
would rank lower in the extent to which these traits are
truly characteristic of thelr occupation than would some
of the "traditioral" professions commonly used as com-
parative models, such as medicine and law. Whether or
not librarians have a body of systematic theory is a very
relative matter. Goode suggests that this is a problem
that categorically_ preclundes librarianship's being a
"true" profession.1 However, if one assumes, as do
librarians, that their knowledge includes thelr total
education of a minimum of five years of academic study
beyond high school, terminating in what is universally
identified as a prufessional degree, we see that members
of this occupation are certainly highly educated spe-
cialists in comparison with the population in general.
Only about elght per cent of persons in the United States
twenty-five years of a§i and older have complzeted five or
more years of college, The graduate librarian with his
now standard fifth-year degree thus has some claim to

\n
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having professional standing in his community, DlNost
states do not have certification requirements for public
librarians. The problem, however, goes beyond formal
credentials such as these. In the community sanction of
Tibrarians ac professionals, in thelr avthority and in
thelr ethical codes, librarians do not enjoy the kind

of status they feel they should be accorded. They con-
sequently lack the power and the status to affect the
behavior of themselves and others, to the extent that
tley feel they should. In various ways the implications
of these factors will receive attention in later parts
of this paper.

Administrative demands on professionals increasingly

divert them from their "real” work.l2 If this is true,
+ means that the public library administrator is in

some respects removed or isolated from his profession,
a profession that 1is presumably quite weak in its sanctions
and degree of social acceptance. If so, what are the
consequences for the administrator in terms of role
conflict? Does his position as an acministrator compel
him to affiliate himself primarily with the local bureauc-
racy in instances that tne profession might be expected
to assume primacy? (Sayre and others have noted that
professionals tend to jdentify more with their rrofession
than with the bureaucracy with which they work) .13
In what terms does he see himself accepted by the local
governmental bureaucracy? Does he, in Barnard's terms,
evolve creative solutions, the necessary conmpromises that
will insure growth as well as the continuation of both
the organization and his owm participation in it? These
are among the general questions that will be explored
in this study.

Method

Relevant litersture in librarianship and in other
disciplines, notably sociology, social psychology, and
political science, has been explored in order to provide
for this study both an orientation to the general field
of librarianship and the structure and norms of public
library administration. Most of the jdeas and information
accumulated in this fashion were either quite specialized .
or extremely general: no previous systematic treatment
of this topic or anything closely related to it exists
in the literature. lMost related treatises are concerned
either with particular professions in general or with
administrative roles and problems that are structured
quite differently from that of the public library
administrator.
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There is a great deal of material concerned with
principles, brocedures and stamdards for library admin-
istrators, but special reliance has been placed on the
textbook of Joseph Wheeler and Herbiﬁt Goldhor, Fractical
Administration of Public Libraries. It 1s held in
great esteem and distributed widely among librarlans.
Also very helpful was the January 1959 issue of the
journal, Library Trends, which was devoted enfirely to
library administration. Library Jjournal literature
generally is rich in articles on this issue, many of them
authored by competent critics from the social sciences
as well as by highly thoughtful and experienced adminis-
trators. All points of view have been drawn on and cited
to provide as thorough and balanced a description as
possible. However, many writers seem quite unaware of
~conflicting principles and expectatlions that appear in
their work. In fact, it seemecd that many of these con-
flicts, perceived or not, constitute potential or actual
serious problems in library administration as.well as a
disparity between what was being written about administration
and what was being practiced.

In order to inquire more thoroughly and specifically
about the problem under study, interviews were conducted
with nine public library chief executives and two other
library officlals whose work and experience gualified
them to assist in the project, all in Horth Carolina.

The panel is not intended to be a representative sample
for the purpose of guantitative analysis, but rather a
means for determining expectations, attitudes, relation-
ships, and sources of conflict with a view to presenting
an "ideal-type".

The members of the panel were all experienced and
established administrators of medium-sized public libraries,
each serving populations of 50,000 or more, with annual
budgets over 50,000, and collections in excess of 50,000
volumes. There are no truly large libraries characteristic
of the great metropolitan areas represented in this study.
Smaller libraries were excluded on the assumption that
they put far fewer and less complex demands on the admin-
istrator, and would not provide a source for the kind of
information sought in this study.

Interview appointments were readily arranged by
telephone; all interviewees accepted the request warmly.
The interviews were conducted in the offices of the admin-
istrators in order to provide as familiar and comfortable
a setting as possible. The interviewees were assured of
anonymity when the appointments were male and at the time
of the interview. The interviews lasted about three hours
on the average. Some especlally responsive members of
the panel pursued varlious topics related to the interview




schedule at lunch with the interviewer. The interviews

were conducted in a friendly and conversational fashion,

and interruptions were minimal and in no way disruptive

in spite of the duration of the sessions. The fact that

the study was supported by the U. S. Office of Educatlion

apparently enhanced acceptance of the interview. ,

The questions were in the main open-ended and
frequently accompanied with probes deslgned to encourage
exploration of new or promising lines of discussion. The 1
questions are grouped into several categorles: (1) selected
personal background characteristics, (2) attitudes towards
and relationships with the profession, (3) attitudes
towards and relationships with boards and city officlals,
with special attention to interaction actually or noten-
tially involving conflict and tension, and (4) resolution
of conflicts., , ‘

The responses to the interviews were classified and
analyzed to compose a description of the "ideal-typical"”
public library administrator. These data with the materlals
from the literature constitute the basls for the representa-
tion of the role and status of the public library
administrator in this dissertation.
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CHAPTER II
THE PUBLIC LIBRARY TN THE SOCIAL STRUCTURE

Introduction

This chapter is based on extensive gleaning of the
literature dealing with the basic nature of the public
library and of librarians and their place in the soclal
structure. Authors cited include prominent public
librarians and social scientists. Some of it is lmpres-
sionistic, commentary based on the personal experience
and observation of administrators. Other sources are
quite fully documented, being based on extenslve
evaluations of libraries as well as practical adminis-
trative experiences; the work of Wheeler and Goldhor
is a prime example. Still others reflect the results of
even more systematic survey research, such as the
reports of Garceau, Kroll, and Naegele. Equally
important, many of the writers are essentially pre-
scriptive while others are primarily interested in
disinterested analysis and description. 1

The Public Library Today

Among librarians and students of library affairs the
educational character of libraries is still its most
juportant feature. Librarians have turned their attention
to selecting, acquirine, and organizing ever greater
numbers of books and related materials from the enormous
quantity of publications. They have devised new systems
an? techniques for servicing these materials to effect
improved educational services. And they have worked
diligently to promote a new and dynamic character for
the library. The phrase, "fountains, not reservoirs,"1
has become a rallying cry, a credo to identify the library
as an active organization, alert to contemporary necds,
and to shed the restrictive, custodial lmage that has
predominated. The words of Dewey, now nearly a century
0ld, are still appropriate, for such exhortations are
still relevant to the status of the library.

The time has come when a librarian may, without
assumption, speak of his occupation as a pro-
fession. . . . He must see that his library contains,

ERlﬁ‘ 10
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as far as possible, the best books on the best
subjects, regarding carefully the want of hils
special cemmunity. Then, having the best books,
he must create amons his people, his pupils, a
desire to read those books.

The time was when a library was very like a museun,
and a librarian was a mouser in musty books. . . .
i The time is when a library is a school, and the
librarian is in the highest sense a teacher. . . .
Will any man deny to the high calling of such a
librarianship the title of profession?2

The political scientist, Morton Kroll, writes that his
mid-twentieth century survey of libraries in the Pacific
Northwest produced an image "of 1ll-supported, under-
nourished, unappreciated, and understaffed public
libraries, struggling, not always successfully, to provide
minimal services." Such conditions prevail throughout
the nation in spite of the ambitions and exertions of
library leaders for nearly a century. A distinguished
librarian and researcher, having surveyed the libraries
of North Carolina, among many other states, reports that
thousands of public libraries in the United States are
"still at the one-room schoolhouse stage in their devel-
opment - at least Ewo generations behind modern concepts
of librarianship.”

While by and large the public library has developed

most fully in large cities, the impact of urbanization
on libraries has been mixed. lMany former distinctions
between the highly urban and small town or small city
areas are disapprearing due to the development of the
mass medla and of modern transportation, but there is
little evidence that the intellectual elements of urban
culture are reaching into less densely populated areas.
There 1y 1little historical baslis predisposing large
segments of the population to intellectual pursults, and
television, radio and newspapers have small serious
intellectual or educational influence. The South with
its scattered population and relative lack of wealth has
been slow to produce public libraries. The county as
an administrative unit is important in much of the South,
and the population of many counties is often too small
to insure adequate development of educational facilitles.

: Both public schools and public libraries have tended to

. form on the basis of county units. Further, as Downs
has pointed out in his survey of North Carolina libraries,
"the natural inclination to identify education with the

» formal school system sometimes leads to the neglect of

| this, one of our most basic 1nst1tgtions3 serving an
independent educational function." The dual problem,
of inadequate support and of allying schools and libraries,

11




usually to their mutual disadvantage, is not peculiar

to any one region or size of community. As Kroll has put
it, while most people profess to "like books", they feel
a greater need to build roads, utilities and schools
before they build libraries; they feel that "children
come first", see schools as the only real source of
satisfaction for the needs of the children, and have
little desire or money for libraries. In even the larger
cltlies, he reports, the rapid rate of growth has required
so much intellectual effort for the solution of material
problems that there is little energy and talent left over
for organizations such as libraries.

This implies, of course, that there is some societal
ranking of organizations and that the public library ranks
lower than most others. Talcott Parsons claims that
the reason is not so much that American society is nec-
essarily hostile to intellectualism and learning (includéng
libraries), but simply that it values other things imore.

Further, the library, being associated with things intel-
lectual, is vulnerable to the restrictions Americans ‘
place on intellectual behavior and organizations. The
main keynote is ambivalence, not hostility, due to two
main strands in American attitudes. First, we value
pragmatism highly, contrasting "practical" men with -
theorists and dreamers. 3Second, the "populist" tradition
of egalitarianism in part conceives intellectualism as
being anti-democratic and as being synonomous with
snobbery.

While there is no recent and thorough study of
public attitudes towards libraries and librarians, two
limited surveys do vprovide some information.?r» 10 potn
indicate that the context of the library-client relation-
ship is ambiguous and that public impressions of librarians
are negative, IMany feel that librarians are "bookish"
and learned, that they are therefore "forbidding people."
Given that most librarians are women and that "culture
is for them" (women),ll another derogatory element is
added. Librarians, quite correctly, feel that the public
not only holds them in low esteem but also that it does
not understand them. The misunderstanding consists of
public failure to distinguish between professional and
non-professional work, and of an incompleteness of the
image -~ the public doesn't know what the librarian does;
by and large it sees only what goes on at the circulation
desk. Consequently there is little general appreciation
of the technical competence required for library work,
for the tralning and education involved. Librarians are
generally perceived as helpful and cooperative, in spite
of belng "inhibited, slightly neurotic, and conservative
in their personal and social relations."1l2 While most
of the negative impressions of librarians are not true,
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according to Naegele, they are important for their con-
sequences. Public images ". . are part of the stuff
from which self-conceptions are made. . . . Librarians,
like anyone else think of themselves in some relation. . .
to the images they believe others hold of them."13 1In
brief, the library tends to be a "quiet” institution,

due in part to the public attitude towards libraries and
librarians, the librarians’ reactions to theilr subjective
impressions of public expectations, and to the predominance
of women and the code of impartiality in the profession.

In addition to this baslic ambivalence of *he public
attitude toward libraries, there is the added problem of
f defining approprhgte library goals and the means of
; achieving them.l¥ The public library purportedly gives
t service to all members of the community. In reality it
dces not and cannot provide such services with its
existing resources and level of community interest. The
Fublic Library Inquiry, a nationwlde survey completed in
the late 1940's, describes the clientele of the public
library as a quite limited group.l5 Of all books read
in the United States only about one-fourth were from
E public libraries. Only about ten percent of the adult
population borrows a book once a month or more from public
, libraries; about eighteen percent of the adult population
A borrows once a year. Further, of these adult users, ten
percent account for one-third of public library circulation,
five percent account for two-fifths, and twenty percent
account for nearly three-quarters of the books charged
out. Only a minority of the adult users can be said
to use the library intensively. Children and young
students, on the other hand, use the library in larger
proportion to their total numbers in the population than
do the adults. The estimates indicate that about one-third
of the pre-adult population uses the library in contrast
with one-tenth of the adults -~ when we define use as
the borrowing of a book once a month or more often.

However, as the general report of tre inquiry pointed
out, "In no sense does this mean that the library patrons
are an inconsequential minority nor that public library
service is an unimportant gegment of the whole machinery
of public communication."1l® Public library adult users
as a group have had more schooling, have larger home
libraries, and "consume" more of the mass media, newspapers,
magazines, radio, and television, than the population at

. large. Further, library users constitute a major pro-

. portion of those who act as opinion and culture leaders

in their communities.l? Consequently, the public library

serves as an informational and educational agency for a

. highly important leadership group and further serves the
interests of the community indirectly through its services
to these leaders. As a resuvlt of these and related
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findings, many library leaders have come to perceilve the
goals of thelr organizations in somewhat more sophisticated
terms than the general goal of "service to all".

It would seem, then, that the public library's
natural role as an agency of public communication
1s to serve the group of adults whose interest,
will, and ability lead them to seek personal en-
richment and enlightenment. The enlargement of
this natural public library audience may well be
the library's concern in cooperatiom with other
agenclies of education. But if our analysis is
correct, the process of enlargement is slow, re-
quiring intensive efforts and not producing
numerically spectacular results. Meantime, ade-
quate services to the existing and potential group
of natural library users have a social value much
greater than the gross numbers involved.l8

While no survey so systematic or broad in scope has
been carried out in the past twenty years, several.sources
of pressure have arisen that regquire further reconsideration
of this statement. Librarians themselves, while rec-
ognizing the value and validity of the "natural library
public", remained concerned with a felt obligation to
reach a far wider public. Forces outside the profession
played an even more important part. The tremendous
increases in the numbers of people with higher =ducation
in turn increased greatly the "natural” library audience,
and libraries were and are more often than not equipped
lnadequately with collections and personnel to meet the
higher standards of required service. Also the various
federal, state and local prosrams designed to improve
the lot of citizens with inadequate income and poor educa-
tion suggested the possibility of more broadly sgauged
library programs. In the past the aducational role of the
library was quite effective in helping to improve literacy,
especially in helping immigrants to acquire a modicum of
learning in order that they could attain legal citizen-
ship. Libraries were also dramatically instrumental in
assisting energetic and capable individuals to acquire
knowledpge that enabled them to move upward in American
soclety at a time when entrance into special occupations
was frequently relatively simple. As the need for these
services diminished the library tended to turn its
attention to service for the better-cducated library
public, to recreational reading and to special reference
services.

Within the past generation, however, the boundaries
of effective literacy have become quite different. In-
creasingly greater emphasis on formal education has in
many instances prescribed the library's earlier role.

Q. 14
ERIC

Full Tt Provided by ERIC.




The problem today 1s that there are still large numbers
of people who 1n no way participate directly either in
the production or consumption of the higher technological
levels of mid-twentieth century living. They are unable
to use the extremely conplex and demending "bodies of
print in which the knowledze and procedures of soclety
are recorded and by which they are conveyed."l9 The
plight of these "excluded" from participation in and
comprehension of the advanced soclety and its political
actualities requires something more than working with
individuals as 1lliterates. These non-participants are
today often ethnically daistinct, for instance, and it 1is
suggested by some commentators that the library should
work with them ag a §£oup towards the end of transforming
the whole class.<0s To adopt such a role the library
would be re-assuming something like its former role in
"educating" immigrants, but in the process it may need

to adopt policies counter to its present emphasis on 4
serving the highly literate, |

The conflict in defining appropriate library clientele
constitutes a much debated problem., According to Fhilip
Emmis 1t was all very well for libraries to dedicate
themselves to education and uplift fo. everrone in the §
3 community, that such a role was part of a strong American
tradition in its public institutions -~ "to counteract
‘ ' speclal privilege and. . . counteract the family trans-

g mission of that .privilege" ~- e.g. glve a special boost

, to those that need it most.22 However, he continues,

this 1s not the same thing as the goal of universal
service, of getting everyone to read good bocks and
develop his capacities., In fact, this belief in universal
service has contributed greatly to the fallure to assign
priorities to its goals. Limited resources require some
ranking of goals, but librarians fall to do this and to
allocate their energies accordingly. On the other hand,
they do "tend to retreat from high-level goal statements
into administrative objectives of efficiency!”23 Libraries,
it 1s claimed, should turn to a major objective such as
service to the business community or to the culturally
deprived, fulfill this objectlive and thereby acquire
greater community support, then move on to another tarset.
Otherwise, the library tends to drift with fluctuating
public interest, '

Indeed, it is the plcture of drift that seems to
be characteristic of many public libraries. A sisnificant
part of the reason for this drift stems from two major
"frustrating circumstances of 'subordination' and
'isolation'".? In analyzing the librarian's anomie,
Parsons has pointed out that librarians are vulnerable to
the stresses of an anxlous and changing society as
custodians of books; they are assoclated with intellectuals
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and can't avoild connection with sensitive areas of soclety
such as morzls, religions, and politics, without endurling
pressures to severely restrict their collections. Libr-
arianship is an auxiliary profession in that the materlals
it handles are the products of other occupations. Further,
the demand for library materials is often incurred by
educators and other professionals, rather than by librar-
jans. Expectations of the librarian's behavior held by
writers and educators are unclear and thelr relationshilps
are weak. This is partly the result of the very rapid ’
growth of libraries and of printed matter, of problems
in organizing materials, and partly the result of the
difficulty in defining areas of responsibility and spheres
of competence and, therefore, standards of qualifications
for the profession., The very diversity of library
conditions makes clear-cut definitions of the profession
problematic. ILibraries are "subordinate”, then, in that
they either in the library system itself or in the general
public scheme of authority "tend to have little autonomy
and range for independent exerclse of judgment.“25 The
library is "isolated"” in the sense that it 1is unlique in
the community, with few if any allles. The medium-sized
community will likely have only a handful of publlc
librarians, who have 1little oceasion for frequent inter-
personal contact with others in the profession, and who
| tend to become primarily concerned with short-run technical
problems., This may explain in part why the literature
% of the profession is largely about tgghniques and gadgets,
not fundamentals and basic concepts., Naegele also
4 noticed that in his interviews librarians were sensitive
about this isolation and that they felt that there should .
be more opportunities for communicagion, largely through
workshops at professional meetings. 7

{ The problematic nature of goal definition for public
libraries is further complicated by the prevalence of the
"demand" concept, the notion that the library should pro-
vide what the community wants. More specifically,
librarians entertain two distinctive but related concepts;
the supplier-oriented goals (those of the library pro-
fession) and the user-oriented or demand goals ("glve the
public what it wants"). As Herbert Gans has noted,
librarians usually "preach" the former set of goals in

s their literature and generally practice the latter. Given
a small clientele and the need to obtain lay, public
(governmental) apggoval of the budget, libraries must

be user-oriented.

To summarize, the several functions of public 1libr-
aries so far noted tend to be so structured as to create
conflicting normative conditions or, in Farsons' terms,
"the fact of anomie" for 11brar1es.é9 Libraries are
vulnerable scapegoats for public expressions of anxlety
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or hostility about books dealing with politics, morals
and religion. Libraries are not clearly defined in terms
of their proper "sphere of autonomy" vis-a-vis govern-
mental authorlity, they are quite isolated from one another
and lack any strong political allies, and they are uncertain
cbout compromising professional determination of library
collections and services in deciding about the extent to
which they should go in following the doctrine that "the
customer is always right".30 Of these structural features,
the problem of the unclearly delineated "sphere of auton-

i omy" 1s particularly important for this study. The
chief librarian, as the agent primarily responsible for
the goal attainment and management of his organization,
must contend with this ambiguity.

The Public Library and Governmental Structure

Not the least important factor in the governmental
structure affecting the library 1s 1ts legal status. The
library is defined legally in each state, and of course
the variations are considerable. Often, and most ilmportant
for the study at hand, the public library 1s considered in
law to be a non-essential public service. This 1s inter-
preted in at least the case of North Carolina as meaning
that general tax funds of a community cannot be used for
libraries at will by the municipal or county government. .
Rather, only that portion of the local tax may be expended
that 1is specifically approved for public libraries by
public vote in each community. The statute in North
Carolina allows a rate up to $.15 per $1000.00 of tax
valuation to be assessed by any county or city -- when and
i1f such a tax is voted for by the residents of the community.
: This means that tax support is possible, but that it must
be obtained by a speclal effort on the part of llbrary
supporters, and that only the amount specifically approved
. by the voters may be so allotted for library expenditures.
The fundamental matter of providing any funds at all for
libraries is still a significant problem for many communi-
ties. The problem may become further complicated when
eligiblility for federal financial aid requires some level
of matching local funds. The Report of the Governor's
Commission on Library Resources (North Carolina) has taken
pains to.point to the need for new leglislation to both
clarify and make easier the tax support of libraries.ll

The statutes of that state further require that the
governing authority of libraries be placed in the hands
of a board of six trustees to be appointed by the county

or clty government. The powers and duties of this board
are further spelled out as follows:
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1., To adopt rules and regulations it deems nscessary
for the government of the library.

2. To acquire or exrect bulldings, to supervise
and care for them.

3. To appoint a chief librarian and on his recom-
mendations to appoint and remove other members of the libr-
ary staff. Chief librarians must also be certified by
the North Carolina Library Certification Board.

4, To fix the salary of the chief librarian and
with his advice the salaries of the staff and rules for
staff conduct.

5. To prepare the annual budget for the library for
submission to the governing body of the county or
municlipality.

6. To extend use of the library to no»-residents
vnder conditions it feels appropriate.’

The state library association has formally outlined
l1ts feelings about the role of the trustees as follows:

The Board of Trustees will serve as the liaison
between the library and the publlc and between the
library and government officials. The members will
advise the chief librarian of needs of the community
and will explain the library and its services in.

lay terms to the public. The Board will work directly
with the chief librarians in adopting the budget

and will assume Sgspcnsibility for securing funds to
meet the budget.

In general accordance with the law, thls association also
states that the trustees should be the governing agents,
should determine the objectives, plans and policies con-
cerning all library operations, and should be "able
cffectively to interpret the policles and financial nee%&
of the library to citizens and governmental officilals."”
The underlining by this writer serves to point out that
whlle the law requires, the state assoclation recommends.
Concerning administration of libraries, the assoclation
defines this as "professional. . . planning, organizing,
and coordinating work of the various dlivisions and branches
of the library system. Interpreting the library's program
and needs to the government, tructees, and the public."3

These two documents are generally compatible with one
another, but from the vantage point of the administrator
they serve to point up the basis of a very real and
constant problem -- is the librarian ox the board primarily
responsible for "interpreting the libi-ry" directly to
the public and to the government? The sgeneral impression
is that the board's role, in accordance 1*ith the asso-
clation's suggested policles, is very ~.zar.y dominant.

It 1s the board that determlines the needs of the community
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and adopts the budget for these needs. The librarian's
role seems to be that of a technical adviser to the board
in these respects.

In the nineteenth century boards of trustees were
appointed widely to afford the library a measure of pro-
tection from the depradations of local politics. However,
in the process of develcping new techniques for managing
the collections and services, and addressing itself to
different parts of its clientele, the library began to
move into areas of work and ideas that were alien to the
lay trustee. Further, the very size of the library, often
employing hundreds of staff members, tended to dlscourage
the trustees' taking a very personal part in the adminis-
tration of the library as had been thelr wont in past
years. The relations between the board and the llbrarian
have been for some time undergoing a fundamental change.
Leadership of the library has ln many ways come more
ciearly into the hands of the librarian, and librarlans
have been acquiring more power as an occupational group
by virtue of informal association and the development
of state and national professional assocliations. None-
theless, the library has remained relatively 1solated in
each community; it is essentially a "local institution
created by local loyalty to fill a local need."J

It 1s quite apparent to many observers that much of
the library's present difficulty lies in its governmental
system -- in the board system of authority, to be specific.
Librarians have grown in the breadth of their interests
and have come to see themselves and theilr libraries as
multi-faceted agencies of information and education,
largely because of recent technological and socilal
changes. Many board members remain essentially "local"
and traditional in their orientation. As the unit of
final authority, the board serves to remove the library
from direct contact with the central government of the city
or county. Whiie the board acts as a buffer between the
library and local government ard perhaps as a champion of
the library, many public officials are very ignorant of
the role of the library in the community, and this buffer
does not help to bring the library and city officials
closer together. Indeed, it emphasizes the distance.

In the past fifty years major changes in local
government have taken place, notably in the clty manager
system and the civil service system. The development of
more "rational", educated, disinterested, and less corrupt
municipal and city governments has provoked many to inquire
about the desirability or the need of boards of trustees.
The more-or-less professional governments of today are
likely to be more receptive and understanding about public
services than are lay trustees, it is asserted. Does the
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board any longer need to serve as a defender of the library
in the political arena? Does it tend to interfere with

a more effective library by providing a barrier between

the executive librarian and the city manager, budget
officer and other city officials, thus preventing inter-
action that could benefit the library? What norms and
procedures are at the disposal of the library executlves
for operating within this governmental structure? These
and related questions are explored in the following two
chapters, first by examination of the codes of norms 1in

the literature of the profession and second by the analysils
of the panel interviews with library administrators.
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CHAPTER III

NORMS AND NCRM CONFLICT FOR
LIBRARY ADMINISTRATORS3

To this point we have seen that there are three
general focl of structured strain in public librarianship: j
the mixture of apathy, hostility, and pride in the public
{ attitudes towards libraries; the unclear definition of
* the sphere of autonomy for public libraries coupled with
n their relative isolation in each community; and the
problematic nature of goal definition for public libraries.

In this chapter we turn our attention to a more
detailed examination of what library administrators and
other commentators have to say about the specific behav-
loral expectations of librarians and library administrators
as well as the areas in which norm conflict arises, per-
ceived or unperceived, and evidence of the consequences of
such conflict. The literature analysis is presented as
a consensus of professional attitudes and expectations.

The Library and Librarianship as a Social
Organization for Librarians

hae ol Miahda DN sk bt n® 24

The public library sets the boundaries of the libr-
arian's_life; its hierarchy reflects his past, present, and
future.!l The librarian is dependent on the- library as a
system for his employment, for recommendations to work in
‘ other libraries, and to a large extent for training in his
s work. He there acquires not only new or improved skills,
but also a knowledge of the values, norms, structure and
functions of his occupation and of the organization in
which this occupation functions. His materials and the
system are nct his ovm as are those of a "private" pro-
fession, such as medicine or law; instead, they are a part
of an environing system, the local government which
represents the public he is to serve. Karly in his career
he' 1s faced with the manifold and ambiguous goals of his
organization. He is part of a structure that is based
on the ideals of "learning", yet more often than not he
must become a specialist, often remote from scholarly
pursuits. He learns that limited local finances and
interests sharply curtail the possibility of developing
a "representative” collection of books and materials,
althoush one of hls occupation's most vrominent norms tells
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him that this kind of collection 1s essentlal. Indeed, he
suspects that it is perhaps undesirable for any one libr-
ary to acquire a collection representative of our entire
culture, for the production of libr-ry materials 1s so

vast that it makes such a practice unfeasible. iyhile he
knows that all parts of the orzanization are important,

he sees that libraries vary in their emphasis on these
parts, that the parts are "unequal”. "Reference”" may.

stand higher in the hierarchy in one library; "circulation”,
in another; and so on.

Librarians are clear in understanding thelr admin-
istrative hierarchy, however; they understand the lines
of authority and responsibility with which they must work.
Such things as orders, suggestions and complaints tend
to follow authorized channels.

By and large librarians are satisfied in their work .2
They like particularly the special, profescional tasks
such as compiling bibliographies. They tend to look at
their work as a whole and enjoy the sense of "endlessness",
of continuity, in it. The most satisfying aspect 1s
public service -~ "getting the right books to the right
people.” The many routine and dull tasks, including
shelving, arranging,.taking inventory, are among the-
"un-professional” duties, requiring little imagination or
skill. In fact, the most general source of strain or
dissatisfaction is the occupation's uncertainty about
itself, uncertainty about the distinction between
professional and non-professional work and status.
However, librarians are quite clear and realistic about -
the relationship between administration and career. A
brighter future is percelved of as moving upwards in the
administrative hierarchy rather than turning to more
scholarly work or more intensive development of partic-
ular skills.

In many occupations one may enhance occupational
status by cultivating larger or richer clienteles and by
improving ones's technical-professional skills. In
librarianship the size or charzcter of the clientele can
be but little controlled by an individual librarian, for
such limits are generally expanded only by the organization
as a unit, with the cooperation of the local government
and the public itself. Further, intenslve development
of professional skills is more limited in library practice
as compared with many other occupations; only the teaching
and research milieu of the professional library school

.affords much opportunity of this kind. Thus the majority
of librarians see that progress to their careers depends
on attaining more administrative responsibility. At the
same time, the rank-and-file of librarians are probably
not motivated to seek a high level in the administrative
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hierarchy, for their primary orientation is toward the
"traditional" library, characterized by quiet and reczerve,
rather than toward the modern conception of the library
as a dynamic, experimental, and out-going organization, J

In spite of the pervading trait of traditionalism,
there 1s striking evidence of two co-existing sroups 1ﬁ
the profession; the "old guard" and the "avant garde".

The "old guard" 1is characteristically prim, moralistic in
manner, and austere, and as such it serves at least as

a useful measure of the distance librarianship has traveled.
It helps to define such alternative tralts as "glamour",
camaraderie with readers, and "good" public relations --
all of which are traits of the librarian's new imaze. The
avant garde insists on technical efficiency and respect
for reading as writing as well as the development of
glamorous and aggressive relatlionships with the community.
At the present time we have no evidence of which group is
numerlcally predominant, but the themes of the literature
1n the profession overwhelmingly suggest that the "old
guard" traditicuns are still with us in major proportions
and constitute a prime element in the backward state of
libraries and librarianship. There 1is, of course, a large
group that 1ls weary of such contrasts and the considerable
discussion and energy devoted to them in the occupation.
This group wants to "just be librarians".

A The more positive and ideal qualities of the occu-
s , pation, as might be expected, are given prominence by
both library schools and library associations. Students
are informed of the virtues of dynamic and glamorous
attitudes and behavior, and professional associations
tend to reinforce this in thelr owmn pronouncements. Both
seek to motivate libraries to give the best service
possible in a manner that will reflect positively on the
profession. Among the several other functions of the
professional associations, the provision of codes and
standards for the occupation and technical assistance for
the implementation of these standards are also important.
The American Library Association and other national as well
as reglonal and local professional associations have been
extremely active in public library affairs, acting as
forums for new ideas and techniques, and publishing a very
wlde range of materials concerning library goals and op-
erationgs. The attitudes of the memberships, however,
indicate that the effectiveness of these organlizations in
A providing motivation and guidance has not been what it was
i hoped to be. In responding to the Public Library Inquiry,
less than one~-eighth of the members of various professional
assoclations felt that their membership helped profes-
sionally, and the number feelinz them to be of personal
helpfulness was also very small. A greater number felt
cornmunlity organizations were more helpful in their personal
lives. DlMen tended to find that national assoclation
membership was more helpful professionally than was member-
ship in any other kind of ormanization, while women felt
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that regional and local library associations and community
organizations were more helpful in this respect.5 As for
their shortcomings, library schools are often criticized
for being too idealistic and even more often for beinz

too "theoretical” and failing to give adeguate vractical
preparation for beginning workers. In general, the student
Jeaves for his first position with rosy and general con-
ceptions of his occupation, with some appreciation of the
realities of compromise with these conceptions, and an
awareness of the need to begin thinking in terms of admin-
jstration as the means of developing hls career and as

the means for bringing into being those policles and prac-
tices that are congruent with his newly learned conceptions.

The major question arises, how well do library schools
prepare their students for administrative responsibility
and how do the professional associations asslst them 1n
developing administrative abilitles and practices? The
Public Library Inquiry attitude survey notwithstanding,
there is no clear-cut, up-to-date, and objective answer
to either part of this question. The teaching of 1library
administration is extremely varied even in the accredited
schools. At best it tends to consist of extensive reading
about existing public library managerial operations and
general administrative theorles produced a generation or
more ago. In his analysis of accredited library school
offerings in library administration, Wasserman found that
only three of the elghteen major schools taught adminis-
tration as "administrative process®, as distinct from a
wpreoccupation with the techniques and methods 8f the
production and service functions of libraries." All
librarians, he points out, need to "understand the theory
and framework of administration if only to appreciate
their roles in the total organization in whilch they func-
tion, and their relationship to it."7 The literature of
librarianship demonstrates a lack of familiarity with
management literature 1n general and in other fields. It
largely consists of how-to-do-it articles and is primarily
technical and particularistic. While this 1s true of
the literature concerned with internal management functions,
it is even more apparent that llbrary administrative
1literature and instruction is almost totally remiss in
analyzing and describing the relations of the library admin-
istrator with other authorities and administrators outside
the library. Inter-organizational and intra-governmental
relationships and problems are treated 1n a very cursory
fashion, if at all. Consequently, graduates of library
schools have little knowledge of actual or potential
problems in this area and nothing but the most general and
vague norms for handling such problems. This has not gone
unnoticed, for many library leaders have pled for the
introduction of the "human relations" approach to librar-
ianship,® and for the use of social and behavioral sciences'
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nconceptual tools to bear upon the problems of library
administration."9 To date the pleas have not been answered.

An additional general factor in the training and
behavior of administrators is the widely held view among
1ibrarians that the administrator should be a scholar and
bookman first and an administrator second. Froponents of
this viewpoint feel that management 1s a minor function of
libraries and can probably be performed intuitively. This
view is held by several prominent library administrators,
almost all of them in academic libraries, but it has
pervaded the whole profession as an issue that remains
unresolved. It is probable that many students are at least
jnitially hostile to administratilon, that is, to 1its
conceptualization and to its power in the profession. They
tend to distrust administration much as do teachers who
cee in it a threat to the goals and autonomy of the edu-
cational process. Some librarians have expressed fear
that library schools discourage rather than prepare
reorults for the chlef administrative posts in libraries.l0
Justification for this fear has not been systematically
analyzed, except that, as mentioned above, the schools do
not present the student with a sophisticated interpretation
of administration in terms of contemporary knowledge of
this field of study, especially the contribution of the
behavioral sclences.

Apart from the adequacy of instruction, however,
other structural features of professional education and
recrultment are relevant to the problem of preparation
for administration. The two most important among these
are the motivations of students and the sexual composlition
of the occupation. Individuals are attracted to librarian-
ship primarily because they like books and reading and
because they want others to share these interests, and
thus to serve them. Thaey are attracted by such functlons
as book processing and supflying information and guldance
to individual patrons.ll' 2 A full-time administrative
position can be expected to deprive the librarian of both
the opportunity for personal service and intensive in-
volvement with the selection and reading of Dbooks. To
seek career advancement, then, requires serious ad justment
of one's early and primary motivation to deal directly
with patrons and books and the behavior that will bring
the two together, for full-time administration requires
attention to tasks of a different order. It can be
rationalized, of course, that administration can bring
about new programs and introduce more people to library
services, but the administrator himself is not likely to
enjoy the personal satisfaction of gilving this service.
The subordinates will have the pleasure of interaction with
patrons and processing more books, while the administrator
must seek his satisfaction in such things as planning
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and the acquisition of financlal support for services.
He may, of course, also enjoy the greater power that goes
with his particular set of tasks and relationships.

The sexual composition of librarianship 1s important
to every aspect of library administration. Library work
1s generally conslidered to be a woman's occupation, for
only about twenty percent of librarians are men. On the
other hand, the vast majority of chief administrators of
medium-sized and large public libraries are men. This
disproportionate representation has increased gzreatly in
the past twenty-five years. There are many factors
involved in understanding the role of women as adminis-
trators, and only the most general will be discussed here.

Librarianship is generally regarded as a service
profession, one in which the primary purpose of its par-
ticipants is to serve and provide assistance to the public. {
This aspect of the profession is thought te hold great
appreal for women and to be one of the major drawing points
for interest in librarianship. It is questlionable whether
this factor is any more appealing for the female in
librarianshlip than for the male, but because there are
greater numbers of women in the fleld it 1s assumed that
the possibllity for service is especlally meaningful -for
women. It may be argued that the "emotional" or human-
itarian approach of women in librarianship should give way
to the more disinterested and "intellectual" orientation
of other professions. But one may question the necessity
or advisabllity of a disinterested professional approach
when considering the purposes of librarianship. Indeed,
one may 2ven question the existential validity of the
functionally specific, affectively neutral and universallstic
characterization of professional-client relations in the
traditional professions, such as medicine and law.

One factor which obviously and inevitably affects
the role of women in librarianship is the probability of
career interruptlion by way of marriage and child-rearing.
The knowledge that she will quite possibly leave the
profession, for a time at least, tends to create a lesser
comunitment to career on the nart of a woman and hence a
less strong dedication to the profession per se. She is
less motivated for advancement in the fleld, and when
she does assume an executive role she tends to be oriented
to the local scene rather than the national professional
one, and more influenced by the routi%e of the local bu-
reaucracy than by colleglal control. The principles
of professional autonomy are less meaningful to most women
in librarianship than to their male colleagues, and they
are less interested in the intellectual content of the
profession than in the more practical applications of
"how-to-do-it".

Aruitoxt provided by Eic:
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A further factor affecting the role of women as
library executives involves the role of the librarian as
a representative for the organization in the local polit-
jcal arena. Women generally are taken less serlously
than men in this regard as many belleve it less sultable
for women than men to be involved in political infighting.
Women are thought less businessllike in their attitudes
and in their methods and because of thls, as well as thelr
legsser career commitment, may well be less creative in
the initiation and implementation of long range p1anning.14
This greatly affects the process of free communication
with male trustees and officials which 1s absolutely
essential to the steady growth of the library organization.
One may even ask, "Given that the profession is regarded
as 'female' do male executrives enjoy less regard in this
respect than other male executives?"”

Finally, an expectation of discrimination in the
community power structure, along with the oft-times
competing family role, tends to reduce both the per-
formance and the aspirations of women in librarianship.
Female librarians tend to be of higher median age than
do male, but the males tend to hold more advanced degrees
and to be paid higher median salaries. Masters degrees
were held by 30% of female librarians in 1960 and by 623
of the males. And doctorates were held by 11% of the
males and by only 0.5% of the females.l5 This may reflect
somewhat the fact that late career declslons are possible
in the library profession and that many women may choose
the field when the necessity for such a cholce becomes
clear following collzge work or even some post-college
work experience. But it may also reflect the lesser degree
of commitment to the profession on the part of women, and
thus affect the motivation and the performance level of
the woman library executive. In any event, the female
library executive cannot be said necessarily to sustain
a less serious commitment or less disinterested orientatlion
to her work than the male executive. On the other hand,
the female executive certzinly does not enjoy thle respect
of the predominantly male-led political and social structure
and is clearly at a disadvantage 1in competing for the
library in the political arena.

System of Norms for the Library Administrator

Range of Professional Expectations

The leaders of emerging professions, in an effort
to confer a degree status not yet achieved, tend to
posit norms t&gt carmot be realized, and librarianship is
no exception. Phe conditions of emergence also tend to
make for the develouvment of norms that are ambiguous,
that range from a very ideallistlc and general nature to
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specific how-to-do-it standarde. Given the additlional
conditions of inadequate development of resources

and technology as well as personnel, professional prac-
titioners are often vulnerable to structured role stralin.

One of the most important sources of norms for
libra~ians' behavior consists of formal statements and
informal articles anthored by official library assoclations
and eminent leaders and educators in the profession. In
1938 the American Library Assoclation adopted a Code of
Ethics for librarians which is still in effect in 1967,
althouzh it is constantly under fire for being "too boy-
scoutish", "too idealistic", and "not enforceable".l?
There have been and continue to be proposals for revision
of the Code, but it still serves as a standard document
for use in library education and is consequently importaat
in conveying to students as well as graduates the profes-
sional ethlics of thelr chosen occupation.

The Preamble to the Code exemplifies the vague and
overly general conceptualization of professional ethics
and professional identity.

The library as an institution exists for the benefit
of a given constituency, whether 1t be the citizens
of a community, members of an educational institution,
or some larger or more specialized group. Those who
enter the library profession assume an obligation to
maintain ethical standards of behavior in relation
to the governing authority under which they work,

to the library constituency, to the library as an
institution, and to fellow workers on the staff, to
other members of the library profession, and to
society in general.

It 1s apparent that the llibrarian 1s confronted
with the problem of developing and maintalning satisfactory
relationships with several different zgroups. How is he
to do this "ethically" when the interests ard pressures
of these groups conflict? The Code does not and probably
could aot provide such an answer, for the library admin-
istrator has such an enormous number of different tasks
ard relationships to fulfill thet executing them compe-
tently or without compromising tre "ethlics" is an
expectation beyond reason. For instance, two pre-eminent
library administrators have outlined nc less than seventeen
kinds of activities for the administrator in a major
textbook for the teaching of administration.l9

1. Directing an ZDUCATICKNAL INSTITUTION whose
influence reaches potentially into every home,
organization and place of occupation. . . . Making
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books and similar materials add to the thinking
power and intelligence of the people. . . .

2., Envisioning the whole COMMUNITY as awalting
fullest service, equally concerned and in contact
with its industrial, business, labor, civic, socilal,
recreational, cultural and religious groups, to see
that the iibrary knows and serves them all. . . .

3. Actively COCPERATING WI'TH THE SCHOOLS and other
agencies to improve the methods of teaching of
READING. . . to p2rsons of all ages and abllitles. . . .

Ly, COOPERATING WITH THEE TRUSTEES, who officilally
constitute the library organization, seeing that each
takes some active responsibility for the general
policies and adequate public support of the library,
especlially when pressure for public funds calls for
courageous and aggressive action by librarians and
trustees.

5. As head of a MUMICIPAL DEPARTMENT (in fact if
not by law), cooperating with progressive municipal
leaders in plans, projects, procedures, either
directly or through the trustees.

6. MANAGING A PUBLIC BUSINESS in which buildings,
equipment, and all expenditures for books and materials,
but especlally for salaries, are scrutinlzed with a
view to securing full returns to the public, in an
efficient and economical fashion, evaluating 1ideas,
formulatinz plans and policies and making decisions,
objectively and soundly.

7. Operating a DISTRIBUTICN SYSTEM of materilals,
ideas and information aimed to reach the largest
number ¢f people with the greatest number of worthy,
useful, stimulating books. . . .

8. ORGANIZING the units of service and the staff.

. . laying out and dividing thelr activities. . .
delegating and clarifying responsiblilities and
suthority. . . modifying to advantage when opportunity
arises. . . seeking simplicity in overhead, and
avoiding bureaucracy and emplre bullding.

9., STAFFING with the most able colleagues. . . .

10. iscovering, encouraging, and DEVELOFING STAFF
initiative, knowledge, and ability, and securing
fully adequate. . . comphensation and recognition. . . .

11. SUPERVISING and reviewing the administrative
METHODS and supcrvisory SKILLS of each department. . . .

12, Observing the SERVICE received by the public at
each derartment. . . to be certain that the materlals,
methods, and spirit. . . shall be the most complete,
prompt and helpful possible.

13, Drawing upon the best information and Jjudgment.
. « to select a stock of BOOKS AND MATERIALS adequate
to the needs and appropriate to the constant changes
in public demand, and developling within the staff that
thorough knowledge of books and their values. . . .
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14, By constant forethousght attempting to see that
the library discovers and encourages the I:HDIVIDUAL
CITIZEN. . . to accomplish some definite purpose
in any worthy field. '

15. Keeping the public informed, and strengthenin:
FUBLIC RELATIONS throusgh. . . varied forms of
PUBLICITY on the work of the iibrary. . . .

16. Developing himself through constant challenge
of his own viewpoints and methods, professional and
general reading, and a sympathetic interest in
SCHOLARSHIP in general made real by an avocation of
research in some field.

17. COMBATTING IKSTITUTIONAL INERTIA in the community
and inside the library, working for sound constructive
change, finding ways to overcome indifference to
social problems, but refraining from "library evan-
gelism,"” and not permitting the library, through any
representative, to become a sounding board for any
controversial attitude.

The authors are not totally unaware of the extraor-
dinary demands that this list constitutes for the
administrator, but like other writers they do not qualify
the obligations in any way, they do not assign them any
priority ranking, and they fall to provide any truly. oper-
able administrative techniques to fulfill them. They do
ask, in describing the library director's daily work,

How can the librarian schedule the followiug?
Planning and decisions on policy, activitiles,
methods, rules, etc. Conferences with trustees.
Considering reports from staff. Interviews with

department and branch heads. . . . Personnel
interviews with candidates for employment.
Interviews with readers. . . with outsiders. . . .

Dictating of correspondence. And frequent visits
to see what goes on inside the whole library. . .
each item is important. . . thinking, planning and
j deciding get squeezed into nothingness 1in many
libraries. Time-stealing telephone calls interrupt
everything. And time has to be found for outside
visits and conferences which keep the library in
active working relations with the community. . . .
If there is any time left, there is professional
reading. . . activity in professional organizations.
. . attention to new books. . . .20

The only solution to this dilemma is for the admin-
istrator to give short shrift to many activities and to
delegate many others to assistants. This requires that
he have competent personnel for the ‘slegated tasks, wnile
in actuality he often has only one chief assistant. Thus
the administrative structure follows a fairly standard
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pattern wherein the director assumes responsibility for
tasks and relationships largely concerned with groups
outside the library (the trustees, city officials, and
community organizations), while his assistants assume
responsibility for managing most of the Ilnternal affairs
of the library. DNonetheless, the director is held respon-
sible for the internal managerial duties and their
consequences, and he can never long escape lavolvement
with them. This at best leaves him with a serious problem
of scheduling and planning his work in the area of
external library relationships. However, personal
asslistance, time, and avoldance cannot solve the library
executive's problems alone, for they arise from the
over-reaching and ambiguous nature of the several roles

he must play. His situation is quite similar in this way
to that of the academic administrator about whom Stephens
comments. that few men can be vigorous participants in
comnunity activities and fund-raising, and at the same
time be skillful executives of their organizations,
maintaining awareness of developments in the field and i
in the organization, and judging which deserve financial
emphasis.é1

-

Let us suppose, however, that the library adminis-
trator enjoys a kind of "ideal" administrative structure
in that he has a large enoush subordinate supervisory
staff to take care of the internal management of the
b library; he is then free to assume the resvonsibilities
of the many external interrelationships necessary for the
administration of the library. It 1s incumbent on him
to account for many things in this arena, He 1s supposed
to acquire the confidcnce of the power structure in the
community and at the same time satisfy the formal and
informal demands of the board and city officilals. This
means that he must become a civic leader, adequately
participating in community planning and activities
| wherever and whenever the opportunity arises. It means
that he 1s responsible for the financial health of his
organization, planning and preparing budgets for the
library.

The Administrator as [Educator
and Fromoter
At the same time, as the library is an educational
organization, the library administrator is an educator;
this simple logical proposition constitutes one of the
R major concerns and characteristics of the profession,
The library administrator, in spite of having duties that
are primerily administrative in contrast with those of
the "line" professions, is expected to be a man of learning.

The i1deal librarian is, I suppose, a learned and
enthusiastic pclymath - a man. . . who has much or
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varied learning, but whom we nowadays may define as
the blessed mean between the two extremes, the man
who knows more and more about less and less, and
his opposite, She man who knows less and less about
more and more. 2

Thus, the librarian is not to be a "narrow" specialist
(although Wheeler and Goldhor recommend, as do others,
that library administrators develop scholarly special-
izations in item sixteen above), nor is he to be a
dilettante. Another prominent administrator writes.

Librarianship is a learned profession, and the library
executive is or should be, well educated and well
read. He has an obligation to his patrons and to

his staff to be continually building on his cultural
background. He should belong to the intellectual
elite of his community. At the same time his chief
role is to be a man of action, who makes decisions

and gets things done.23

Most library administrators assumedly enter their
occupation at least partly motivated by a desire to read
and to be accepted as belonging somewhere in the "intel-
lectual elite of his community." The gquestion arises,
does being an intellectual, especially one affiliated
primarily with a "safe" and "quiet" institution, conflict
with being "a man of action”? As Talcott Parsons has
pointed out, the librarian's generic role is characterized
by conflicting strains to be educative (to press for
broadening the intellectual horizons of the community),
and to be passivg (to be neutral, fair, and uninvolved
in controversy). b The administrator as educator does
not function as a line professional, giving daily
face-to-face service to patrons. The administrator's
educational role is to educate the community, and the
board of trustees and the city officials as to the virtues
and needs of the library as an educational organization.
In this sense, the administrator becomes a promoter of
education. As such he must be sensitive to the many
needs of the comnunity and alert to the present and
potential status of the library in meeting these needs.
This means that he must be knowledgeable about the ccmmunity,
that he must be able to assign priorities to the various
programs the library may offer, and that he must be able
to acqulire the power to effect any such progress.

The norms of the profession emphasize the function
of the library administrator as a promoter. He is supposed
to be active and constructive in his community and work
with the local authorities in developing ever improved
library services for an ever larger library clientele,
Some asvects of this role function are made clear t2 him
in ways exemplified by the formidable 1list of activities
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cited from Yheeler and Goldhor above. But briefly, if he
1s to successfully promote the library, the executive must
be familiar with the community and must provide planning;

of library programs and initiation of these plans. i

Do librarians "know their community?" The answer in
the literature is uncertain. The survey research of
Naegele indicates that they do, that librarians are quite
aware of the various demographic, educational, and political
factors in the community that affect the library.25
However, other studles report that librarians are generally
lgnorant of the character of their communities and of
important economic and social developments about which
they should know.26 It 1s certain, nevertreless, that
administrators are supposed to be involved in community
assoclations no matter how indirect the effect may be on
the library. The purpose is to cultivate friendly
relations with members of the "power structure" in order
to establish a more positive image of the library and of
the librarian. The Code of Ethics takes notice of this
as follows:

Librarians should encourage a general realization of
the value of library service and be informed con- a
cerning movements, organizations, and institutions

whose aims are compatible with those of the library.

Librarians should participate in public and community
affalrs and so represent the library that it will
take its place among educational, social and

cultural agencies.

A librarian's conduct should be such as to maintain
public esteem for the library and library work.27

. The pronounced moderate tone of the Code is quite
apparent in this section as it is in others. The probable
reason for this lies in the fear of political involvement.
In recent years, however, many writers have taken a much
bolder viewpoint. While a few librarians have compromised
thelr professionalism by taking sides in active political
forays, too many others have avoided politics altogether
and retreated into "negativism and away from needed
positive action."28 Indeed, on the national level, the
successes of the American Library Association with the
asslstance of many individual public library executives
have proven that librarians can be very sophisticated
and knowledgeable politically in promoting federal legis-
lation for library services. The great success on the
national level, and the evidence of the need for revitalized
leadership on the local level nave encouraged some libra-
lans to reconsider the traditionally quiescent political
stance of the occupation. ". . . It is time to shuck
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the myth that working with political representatives 1is
dirty business. . . we should spend far more time locally
in the offices of the men who make law and wield influence.
. » » Reverence 1is for professionals in religion. Tough
dedication is for library professionals."29

Such exhortations notwithstanding, the practical
problem remains for the local librarian to determine how
and what he shall do in his own community. There was
virtually no opposition to federal lesislation for
libraries -- indeed, Congressmen vied with each other in
presenting bills to support libraries -- but public librar-
ies are essentially local institutions, and the local
library administrator must work within the framework of
his particular community. "The problem of the proponents
of any public cause, " says Fhillip lonypenny, "1is the
humber, intensity and techniques of thelr own group in
relationship to the opvosition which is purusing a contrary
purpose. . . . This concept of politics accepts conflict
as the chief form of political action and assumes opposition
for almost every political proposal."3O ‘The practical
questions arising from this proposition are -- who are
your friends, who are your opponents, how does one muster
maximum support? Public libraries do have enough support
to be recognized as governmental activities, they do -get
modest federal financial ald, and have managed to legally
prescribe minimal standards for training in many states.
Libraries are small compared with other public agencles
and so represent little political threat, they have little
involvement in state or federal politics, and they are
generally conslidered as "a good thing". However, they
seem to have no "natural allies"”; for the minority of
people who do use the library are rarely organized polit-
ically to support it, and the vast majority of non-users
for whom the library is a potential benefit are similarly
unorganized. And libraries do face opposition on the
local level; thelr appeals for funds are not met sympa-
thetically by those whose taxes would be increased.
Librarians tend to feel themselves that there is no local
enmity, but that apathy rather than hostility explains
their failure to acquire great support. The answer to
the administrator's 2mma 1s almost universally the
same: (1) Be more re.:.istic about the attitudes of the
public; its hostility as well as apathy are effective
deterrents to library growth. (2) Develop a public
relations program that will inform both the vocal educated
minority and the less educated majority of the actual and
potential value of the library in the community. (3) The
library staff, as a well-educated and organized group is
capable of understanding the political system in which it
works and should be able to moblilize 1its capacitlies for
political action by developing relationships with the
powerful groups and individuals in the community.31l, 32
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The development of relationships with potenti~l
"friends", especially those in the "power structure”,
is widely considered to be of special importance. One
group that should be cultivated consists of those who
either directly or indirectly control local finances and
other aspects of government; that is, both the local offi-
cialdom and the political figures behind them whom the
librarian most often fails to cultivate. Librarians, it
is said, should offer superior service to such potential
friends (although they should avoid "currying favor!"),
as well as the Chamber of Commerce, Rotary, the Communlty
Chest, and by regularly communicating with any and all
social, hobby, recreational, and educational groups as
well as laborunions, the P.T.A. and the League of ‘lomen
Voters. The librarian should let school boards know how
much students rely on the public library for work on
dally assignments, he should show the Chamber of Commerce
that extensive marketing and industrial information is
available in the library, and he should show government
officials, women's clubs, and wage earners how their
particular interests may be served by actlve use of the
1ibrary.33, 3%

While administrators are aware of the desirability
of establishing such relationships, they are also aware
of the extraordinary amount of time and energy such a
program wou.. entall, .‘n executlve 1is considered by some
to be failling if he "spends too much time, thouzht and
emphasis on outside activities that give him a sense of
importance. This is not to imply that an inslde admin-
jstrator is superior to an outside administrator; both
have their points, and a well-balanced combinatlion is
the ideal."l> Considering the pervasive tradition of
aloofness and isolation from community affairs, the very
great needs of public libraries and their dependence on
local support, it is difficult for many administrators to
see how they can spend "too much time" on outside activ-
jties! Nonetheless, the norm to promote through community
and "political" activities and the norm to supervise the
operations of the library do present a problem of selecting
and balancing the executive's efforts.

Penland's excellent survey of Michigan public library
executives shows that the majority of librarians are not
primarily concerned with promoting cooperative educational
programs in the community, although sugh programs are
officially part of library standards.3® "lNany librarians
are happy doing a small neat job like a craftsman. . . they
remain handmaidens to learning and prey to fads in
program development."37 This state of affairs exists,
Penland says, because librarians do not feel the respon-
sibility to help all citizens to become "purposeful
readers". Yet standards such as these, with full
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professional support, are essential to combat the local
control groups in the community who want to reduce costs
and public services.38 The fallure to plan, which is in
large part the result of inadequate criteria for creatins
plans, means that most librarians live "from crisis to
crisis". They rely on past formulas and intuitive judgment
to solve problems, and such ﬁolutions are all too often
naphazard and opportunistic. 9

To promote in accordance with the professional norms
means that the librarian must often initiate relationships,
jdeas and programs as well as volunteer the services of
the library to already existing community programs. Just
as he is often reluctant to co-sponsor such activities he
is reluctant to try the even more difficult task of 1inl-
tiating such action, of assuming leadership. On the other
hand, there is evidence of other criteria by which |
librarians judge themselves and each other. For example,

a "good" administrator is one who "has an efficlently ‘
running library; the circulation department is pleased if ’
more books are borrowed; and the readers' advisor is
gratified when people ask his advice. Libraﬁg service to
people is thereby fragmented and distorted.” Thus,
although the norms and standards of the profession empha-
size qualitative assessment of one's work, librarians tend
to assess their work in quantitative terms, compiling
v"statistics” on such items as circulation of materials

and the number of readers.*l One writer refers to this

as "librarymanship". . . the "preoccupation with quan-
titative data", which 1is supposed to be discarded and
replaced by programs emphasizing qualltative performa.nce.“’2
Unrefined circulation figures, for instance, have little
meaning. Are works by Henry Miller, Boris Pasternak, and
Erle Stanley Gardner each equal to "one"? Where are the
sophisticated analyses of the characteristics of card-
holders, of their reading needs and habits, and of special
library services?

The inability or lack of interest on the part of
many librarians to adhere to certain norms of the profes-
sion -- to actively promote the library in the community
and to plan and assess their work in accordance with
professional standards -- presents a dilemma of broad
dimensions. lMany administrators insist that the norms are
unrealistic, that they presume an unattainable level of
financial support and an excessive variety of functlons
for the executive. FProbably the most important factor,
however, is one that is generally ignored; that is, the
structure of the relationships of the library and the
library executive with his community, his board of trustees
and the local government. These relationships are almost
invariably assumed to be standard throughout all communi-
ties. It is as if the political and governmental
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structure of American communities were flixed variables
that could be manipulated by the executive if only he
were properly motivated to do so. This is not the case,
for all of these relationships vary considcrably from
comnunity to community and these variations have not been
systematically analyzed for better understanding of the
executive’s role,

The executive's role and dilemmas. then, are more
complicated than they appear to be in the literature of
the profession. The executive must contend with the
professional norms to improve standards, but he has few
operational guides or sanctions to fulfill these norms,
and he is relatively isolated from the profession, unable
to enjoy whatever support might be forthcoming from
collegial contacts. His "image" and influence varies
with community sensitivity to the value of his organization
and occupation, yet he is urged to promote the library
and to do so without compromising it politically. He
must contend with local norms to reduce costs and operate
an "efficient"” organization. He 1is faced with the local
pressures and problems personally and daily, and these
local pressures are consequently more sallent than those
of the profession. As a result, it is commonly felt that,
"The administrator is fundamentally loyal first to the
adninistration for whom he works" rather than to the prof-
fession.*3 Evidence of the patterns and variations of the.
library executive's relations with the community as well
as his board and local officials will be presented in
Chapter IV,

The Library Executive's Relations with
his Board and Government

The foregoing discussion of the several problems and
norms of librarianship and the general role of the public
library in society outlines the framework within which
the library executlive works. In any given community,
however, 1t is the chief librarian who is primarily
responsible for the llbrary in terms of satisfying both
the demands of the community and the standards of his E
occupation, Indeed, in his community, the chilef librarian
is "the" librarian. The library administrator i< much ,
esteemed by his professional colleagues and 1s increasingly '
respecved in his community. Present-day requirements for
this position include a professional degree in librarian-
ship, administrative professional experience, and usually
some experience demonstrating leadership ability, that
is, ability to design and manage library programs. The
revards for administrators are also relatively high. The
chief librarian's income is quite respectable, at least
in comparison with other municipal or county officials,




The average (mean) annuzl salary for head libruriars in
cities of 50,000 to 100,000 ponulation was %10,015 in

1966; the range was 53, 922 to 315,204, Tibrarlans in
larger cities of 100,000 to 250,000 carned 11,379 on the
averace, with a range of $8,144 to 118,690, These
salaries are very nearly the same as those pald to other
local officials, such as auditors, controllers, recreation
directors, persomnnel officers and engineers; and they are
sitnificantly less than only E ose of the suverintendents
of schools and city managers. The average salaries
provide some indication of the importance of the chief
librarian. However, the ranses of salaries suggest that
there is a great variation in the community's evaluatlon
of this position, with some incumbents earning from three
to four times as much as their colleagues serving similarly
sized populations. HMore substantial insishts into the
role of the administrator in his individual community

can be obtained by examining the varlous patterns of norms
to which he is subject in his speclal position.

The library administrator is obligated to work with
two distinct governing bodies in achieving the goals of
the library: the board of trustees and the local govern-
ment. His relationsiiirs with the local government are
usually divided yet further into those with the elected,
legislative body, and the appointed managerial officials.
The professional norms and goals may not be congruent with.
any of these groups, and these groups may among them-
selves disagree abnut the goals of the library and the
proper behavior of the library administrator. The adnmin-
jstrator will find only minimal guidance from the
literature of his occupation in this complex interrela-
tionship. Following are relevant excerpts from the Code
of Ethics for Librarians:

The librarian should perform his dutles with
realization of the fact that final jurisdiction
over the administration of the library rests in
the officially constituted governing authority.
This authority may be vested in a designated
individual, or in a group such as a committee or
board.

The chief librarian should keep the governing
authority informed on professional standards and
progressive action. Each librarlan should be
responsible for carrying out the policies of the
governing authority and 1ts appolnted executives
with a spirit of loyalty to the llbrary.

Criticism of library policies, service, and personnel

should be cifered only to the proper authority £or
the sole purpose of improvement of the library.
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Tarlier in this paper the overall legal jurisdiction
as well as the historical role of the board of trustees
was described. The library's board is in most cases
appointed by either the legislative body, such as a
board of aldermen or of county commissioners, or the chief
elected official of the governmental unit. The board is
legally responsible for the library in the sense that it,
rather than the librarian or the legislative body, has
the power to make the policles of the library, especlally
those concerning its financial affairs. It 1s usually
also its job to appoint the chief librarian who acts
both to inform the board of what he feels should be done
and to carry out the board's policy decisions. Ninety-five
percent of American public libraries are governed by B
boards, ard 75% of head librarians are board appointed.”o’ L7
The library 1s one of the few publilc institutions with
such a legal arrangement that interposes a formal authority
between the executive of the organization and the executive
and legislative branches of the local government. While
the historical reasons for this have been identified, there
ijs reason to believe that this governing structure is no
longer compatible with present day needs. Does the board
truly act as a "buffer", protecting the library from pollit-
jcal involvement? Does it effectively represent the
community? Can it provide the kind of guidance that:1s
needed for library development?

These and similar questions have arisen because of
the changes in librarianship and in local government in
the past several years. To begin with, while there 1s
general agreement that the board's role 1is policy-making
and that it is the librarian's duty to suggest programs
; to the boards and administer approved programs, in prac-
tice the distinction between policy-making and adminlistrative
functions is not so sharp. Partly as a consequence,
librarians have often been inclined to load boards with
detall and to carry on pol&gy largely in accordance with
their own predispositions. Further, many students of
the field claim that relations between board and librarian
depend more on local conditions and personalitles than
on either law or administrative machinery.

There are, however, several underlying characteristics
of contemporary public administration that have led to
the general reshaping of library-government relations.
They are (1) the concentration of city authority in a
single executive, (2) modern budget and finance procedures,
(3) civil service and progressive personnel practices, and
(4) centralized purchasing. This growth in the complexity
. of local government has led to the introduction of inter-
. mediary governmental officials such as budget bureau
; officials who stand between the library and political and
legislative officers. At the same time, library
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administration has become more "professionalized" -- more
and more librarians are grounded in the principles and pro-
cedures of public administration, especially those
concerning fiscal and personnel administration. The
professional personnel and finance officers in l>cal
gcvernment expect librarians, like other governmental
agency heads, to "speak their language". Boards often
cannot communicate as effectively and consequently tend

to move out of actual library administration (as had fre-
quently bheen their wont) and leave it to the professionals.
The mechanization of technical services in libraries
further increases the distinction between the professional
and the layman. Furthermore, the very growth of llbraries
in size, the increased complexity of their operations and
services, and the larger number of branch facllities

seem to require a more "professionalized" administration.
Consequently, some administrators write that, llke it or
not, they are drawn into the political arena by being
brought into the policy and procedural decisions of city
or county management.

There are several features of library boards that
add to the pressure for closer relationships between the
librarian and the local government. A prominent factor
that affects the interrelationships of librarians, boards
and gecvernment 1s the acceptance in both law and library
tradition that librarians as professionals are subordinate
to lay boards and officials. This gives rise to questlons
about the relative merits of lay and professional knowl-
edge and judgments, as well as authority. Not only may
boards be unable to grasp the current problems and language
of modern administration, they also are frequently not
truly representative of the community, either in terms
of thelr own soclo-~cconomic statuses or thelr willingness
or desire to consider the interests of various class or
interest groups in the community. Boards are largely
upper middle class in composition and essentiglly con-
servative and protective in their outlooks. Many board
members lack a strong enthusiasm for thelr posltions and
as they are often "cavalierly appointed and similarly
regarded, " 9 they tend to be qulescent and unaggressive
in championing the cause:of the library. In terms of law,
of course, the trustees are the primary representative of
the library and governing officials are secondary.
Trustees, not the librarian, are expected to assume the
responsibility for such fundamental problems as seeking
*unds for the library. Indeed, according to some critics,
if the librarian has to plead for funds, the trustees 2and -
the public hcve both failled in their responsibilities!50' 51

Consequently the librarian is by law dependent on the
board for acquiring funds, and 1s reminded by at least
some merL bers of the profession that it is "unprofessional
to beg". He must, however, work with legislators and
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officials in planning the budget, and 1t would seem hisghly
unlikely that he would not at the same time be promoting
the interests of the library by trying to maximize the
amount of support he can get. This may not be "pleading
for funds", but it is also certainly not avoiding opror-
tunities to promote interest in the library's financial
needs.

Many administrators feel that thelr boards are quite
unconcerned about the library and are often reluctant even
to appear at meetings. The library executlive 1in contrast
1s continuously thinking of the library. He 1s always
mindful of the attitudes of fiscal authorities and of the
subordinate department heads who can make recommendations
to the appropriations authorities.52 Trustees may be
primarily responsive to the political group that appointed
them; their goals may consequently be quilte different
than those of the library profession or the library exec-
utive. This is especlally likely to occur if the board
member is mainly motivated to exploit his position for
the prestige it brings him. In communities with relatively
inactive or apathetic library clienteles, the unresponsive
board and clity government can be very troublesome for the
librarian. Active clienteles, however, can provide great
support for the librarian's amblitions for his organization;
they can by virtue of their political and social power
influence both boards and governments to respect the
library‘®s needs and requests.53 The support of an active
and sympathetic clientele may afford the librarian an
element of political power and consequently abllity to
initiate policy if he chooses.

Often the traditional role of the librarian as being
subject to lay control is irrelevant. The questlon 1is
less what ought to happen than what will happen in any
given situation. A "strong" librarian with a "weak" board
may douwinate the policy-making as well as the administration
of the library, and a “"weak" librarian with elther a weak
or a strong board may make for littie development or inno-
vation in the libirary. The usual definition of
board-iibrarian relations does serve a purpose as an
organizational fiction or myth, especially for recruits.
Also, 1t 1is effective if the board and other governing
bodies believe that there are professional areas that
should be respected. The librarian galns additional
bargaining power if his knowledge and practices, as a
professional, are considered essential and his decisions
and oplinions are consequently deferred to. The extent
to which boards appreciate the professional nature of the
librarian is not known. On the one hand it 1is felt that
boards should respect carefully the librarian's superior
knowledge, and on the other it 1is felt that boards should
be active and strong, initiating policy and aggressively
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promoting the library. It is generally implied in admin-
1strative writings that the board's interests are allied
with those of the profession and that there is little
conflict between the executive and his board in initiatine
policy.

The city manager and his staff constitute a third
element in this complicated relationship. ©Only in recent
years has the role of this third party attracted much
attention in the literature of librarianship, althoush
government by city or county manager system has been wide-
spread for many years. Twenty years ago Oliver Garceau
wrote, "The fundamental fact. . . about board and librarian
dealings with government is the profound ignorance of
library business in city hall or the co&nty court, It
is very small potatoes in most cases."5 In some commu-
nities the library and its board is virtually an autonomous
unit with little relationship to the central government.
In most communities the importance of the library as a
municipal or county agency has been so slight, in terms
both of its budget and the scope of its operations, that
it has merited 1little attention from the government. Only
in the past decade or so, as the appreciation for reading,
“"enlightenment", continuing education, and the stress
on independent study increased, did the importance of the
local library increase in the eyes of local government.
This change meant that more money must be spent on library
r programs, and that more knowledge about the means of

operating the library must be acquired.

¥ith an informed, "library-minded" city manager, a
library executive might expect to develop a far more
productive relationship than he could with his board.
City officlals and legislators might well question the
role of the politically appointed board of trustees in
determining the disposition of public funds. With the
increasing emphasis on the professionalization of govern-
ment in general they might well be expected to turn to the
library executive as the chief authority on policy and
other budget affairs rather than to the board. In this
sense, librarians are perceived and accepted as profes-
sionals in contrast with the lay character of boards.

However, one astute and experienced administrator
has pointed out that there are serious deficiencies in
librarianship that constitute possible sources of
. difficulty in the relationship between the librarian and
& city officials., They include (1) the lack of authori-
tatlve writings for many areas of library administration,
A (2) the paucity of research -~ policy often stems from
past procedures rather than from systematic study and
analysis of possible policies, (3) the need for per-
formance standards -- present standards are set for
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minimum, barely essentlal levels of performance, and

(&) the difficulty of azgreelng on personnel needs, such

as the lack of uniformity in classifying professional work
and distinguishing it from non-professional work.55

In brief, the librarian-may be expected to have at
his command cz2rtain administration techniques that the
profession has not been able .o provide him. No matter
how great his zeal, the lack of administrative abilities
1s a source of difficulty in satisfying the demands of
nls position. At the same time he may be expected to be
a promoter to a greater extent than is expected of many
government agencles, such as the police or sanitation
departments., The role of promoter has to be reconciled
with the managerial role, the concern for unit costs and
efficiency. The administrator can improve his esteem
with the government by introducing methods that reduce
unit costs, yet he should at the same time be introducing
new programs that will require additional funds. To
economy-minded officials of over-taxed communities the
reductlon of agency costs is very appealing, but the
request for money for new services may meet with little
sympathy or support. If the library's board, frequently
consisting of property owners and larg= tax payers, also
1s reluctant to accept the request for additional revenues,
the librarian is left with 1little support for initiating
new services. However, he may find that there is consid- -
erable gratification from all quarters in being considered
an efflclent manager of a "tightly run ship". Indeed, the
role of the efficient manager 1s highly approved by the
profession as well.

Administrators consequently often tend to devote
thelr main energlies to improving the operation of the
library in order to effect economics which will allow
modest channeling of these "saved"” funds into new services.,
Hls appeals for more funds are usually moderate and the
result of considerable compromise with actual needs, but
he retains a positive image of an efficient and business-
likxe manager. 1In any event, the formal structure of
library government gives little evidence of what the
institution needs, of what must be %one to maintain or
develop it, or of who controls it.>

Summary

Some of the conflicts of the library executive can
now be-brought more clearly into focus. He must deal with
a board whose d=sires and abilities in librarianship are
often insignificant when compared to his own. Iost boards
have nelither the training nor the time to set policy for
the library, and, as Kroll voints out, "It is our impression
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that the boards of the most active, and by most standards,
most successful libraries were those who received their
spark and many of their ideas from the librarians."57 ©n
the other hand, the board of trustees is invested with the
legal power to control library government, and although
the librarian often circumvents the board in dealing with
both the public and the local government, he must »emember
where the formal power lies in order to maintain a
satisfied, useful board for hlis organization. Thus, there
exlsts a very delicate situation with which the librarian
must deal inoffensively if he is to lead the board in
reaching his objectives with the local hierarchy. Further
conflict arises as the board acts as a buffer beteeen
government and the librarian. In his study of libraries
in the Pacific Northwest, Kroll drew some concluslons
which may well reflect the state of library executives
nationally.

The concept of the board as buffer or shield would
seem to us to be in conflict with two recent trends
in the world of librarianship and American public
life. In librarianship we have seen the growth

and ascendancy of the professional librarian, a
person trained not only in the technical skills of
her profession but in administration as well, a -
person who should be competent to plead the cause
of her institution and its program before clty
officials; certainly the professional librarian
should e capable of maintaining a clcse adminis-
trative working relationship with municipal officers.
At the same time we have seen the development and
growth of professional administration in the field
of local government. @More and more, especially in
the offices of mayors and city managers, we see
professionally skilled personnel, finance and cther
officers who bring to the city a degree of profes-
sional competence ard the strong ethical commitments
that characterize effective governmental adminis-
tration as well.

We have no intention of exaggerating this trend to the
point of nalvete. . . . We know full well that a
number of cities in the Pacific Northwest leave much
to be desired in the way they are run. At the same
time, to consider it a primary function of the
board. to act as a buffer between library and council
L is an anachronism we should discard in principle.
iMfost of the competent professional librarians in

the region are more than able to plead thelir cases

A before all comers, and they do well as negotlators

: and bargalners with thelr peers on other levels

of government.5
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I"ore specific causes of conflict and the methods employed
to deal with them will be discussed in the following
chapter, as data mained from the interviews wlth ind.ividual
library executives are elaborated.
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CHAFTER IV

THE PUBLIC LIBRARY ADMINISTRATOR:.
INTERVIEW REFORTS

Introduction

To this point we have examined the dutles and the
norms of the library executive and the general structure,
formal and informal, within which he works, as described
in "ideal" terms by the literature on administration of
libraries and with some information based on survey
. research. With the data from panel interviews we can

appralse more clearly the actual interpersonal milieu i
of the library executive as well as his perceived foci i
of role pressure and strain. Additionally, facts about
gelected personal tralts are identified. Emphasis 1s on
the expectations of the executive, his norms for the
role, and the kind of behavior he considers appropriate
for resolving role conflict to the end of describing a
modal type of library executive.

e o)

The Modal Public Library Executive

Personal Background Characteristics
and - Career

Of the nine administrators interviewed, six were
male and three were female. The women were somewhat older,
two in the 50-59 year and one in the 40-49 year groups;
.while four of the men were between 40 and 49 years old
and two were between 50 and 59 years old. All but one
of the men were married and one of the women was married.
All had acquired an advanced professional degree in
library science. The average number of years in adminis-
tration for both sexes is about 14 years. However, only
one of the women had any previous experience on this
level (for three years) whille only one of the men did
not have previous experience. Three of the men were
completing thelr second year of work in the present
position with from 6 to 12 years experience in a similar
position in another community. All three of these men
had replaced women in their present positions. The
average tenure for men in their present positions was
10 years and that for women was 15 years. Nearly all
of the previous administrative experience of the men
was in nearby libraries in the state, although three

50 -




of them had worked for varying periods in other states.

Four members of the panel were natives of North
Carolina, two were born elsewhere in the South or South-
west, and three in the Midwest. None of them felt that
their place of birth affected thelr relatlonships in
the community seriously, but did feel that 1in many of
the regional "rural" or smaller public libraries not
being a native of the area can mean not belng accepted
readily, for the idea of a "stranger" 1ln the community
would be labelled "foreign" and would be greeted unfavor-
ably. One administrator suggested that 1t actually helps
to be from another community in order to help avold
jdentification with one or another interest group.
Another finds that he is expected, as a "native son" and
member of a prominent local family, to participate much
more in civic and social groups than would otherwise be
the case. Indeed, the demands are often so frequent
that they distract him from his work. On the whole,
however, this kind of local affiliation is found to be
helpful in gaining access to many community organizatlons
that may be of benefit to the library.

All felt that their communities were too "sophis-
ticated" or "urbane" to care about the origins of the
librarian. It should be noted, however, that there are
some sectional differences that are relevant. The eastern.
part of the state is reputedly more conservatlive, polit-
jcally and socially, than the central and western sectlons.
It was settled earlier and has many well-to-do.families
of early descendents. It is a region of small Towns
and small cities with agriculture prior in importance
to industry. (Reluctance to promote economic improvement
and growth has provoked criticism from the state capital).
Libraries in this region are very modest in slze, almost
exclusively staffed with women, and exhibit little of
g the vigor and planning characteristics of the central
‘ region, especially. Libraries are apparently considered
less important here than in other regions; they are
considered primarily useful only to women and children
and consequently command little public attention and
public support.

These executives have had many occupational
alternatives to their library careers, and the majority
of them had early work experiences in other flelds,

. notably teaching and business. All of them, however,

- had been exposed at college age to the possibility of a
library career, and those wno went on to teach or work

. in other areas returned in their late twenties or early

thirties to librarianship and have remained there silnce.
All but one are firmly committed to librarianshlp as
a vocation and career, and all intend to remain in
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administration rather than turning to other activity in
the field. "It's all I know how to do,” was a typical
response of the men, and both men and women felt that
they were definitely needed in their posts. The admin-
istrative aspects of library work were not as clearly
satisfactory to the women, but none of them serlously
was considering changing jobs. OUnly one respondent felt
that "if he had it to do over agaln" he would elect
another career; for him the intellectual character and
discipline of science make it a preferable field of work.
There are however, important sources of personal dis-
satisfaction with administrative work. Too make tasks
andtoo many "contacts" are required. Universally these
executives felt that the authorities over them did not
adequately understand or support the library. They were
extremely realistic, however, and were quite willing to
accept many of the excess demands but did feel very
dismayed that thelr work was not properly appreciated.
The isolation from other professional librarians, the
low prestige of the profession and the isolation of
librarians from many parts of the community, and the
executive's isolation from his "public" were also sources
of some dissatisfaction. Everyone found his strongest
source of satisfaction in giving "service". That the
executive's role in providing library service largely
3 consists of developing "good" relations with outslde
; officials and the board was not so consistently percelived
2 by all members of the panel. On the other hand, "running
: a tight ship”, maintaining discipline and morale within
the library and demonstrating effective and efficient
management were clearly sources of pride for many.
Stability and continuity of work, working with books and
1it rate patrons, a pleasant "atmosphere" - all are
conducive to satisfactory conditions in this position.
j \
Status of the Administrator and
Attitudes towards hls Role

The three women administrators felt that they
ranked very low in esteem in comparison with other admin-
istrators in the community government. Although all were
treated ordinarily in a courteous fashion, as one woman
put it, "only the dog catcher rates lower!" In contrast
the men felt that they ranked somewhere near the middle
or the top -~ the fact that the library 1s consideied a
"female" organization limited theilr prospects Ifor maximum
prestige, but in spite of this they felt very highly

- respected. In communities with many other government

9 administrators, the librarlan may rank relatively lower

_ than his colleagues in other towns. Indeed, most of

. the men felt that much prestife i1s earned b{ the individual
. in any community. He may be Initially consldered a

well-educated but "innocent nut", but if he does his job
‘ well he will become gquite respected.




ilhile the educational level of library executives
1s important in commanding prestige, the size of the
library staff and budget is relatively small, Follce
chilefs especially are often far more esteemed because
of the size of their organizations and the presumably
greater responsibility and managerial ability. The
salaries of executlives 1s one indicator of the value
placed on their worth to the comumunity. Nale interviewees
averaze approximately %12,850 a year; females, about
$8,500. Few county or municipal officials (city and
county manegers, directors of public welfare) earn more
than this, while salaries for such positlons as-account-
ants and police executives are about the same. The male
librarians are by and larze employed in larger communities
than the females, and governmental salaries generally
increase with city size. ‘hile the female librarian
salary average 1s greatly under that of the male, the
difference between salaries for female librarians and
male officials in the same governmental jurisdiction 1s
not so great; librarian salaries for executlves 1s 1n
the top half of salary ranges in all communlities. 1In
fact, the average annual salary for all public library
heads in this state is only abrut $7,000 if we include
the smallest municipal, county and regional library systems.l

The library executive is a very busy person, faced
daily with a large number of routine and new tasks. With |
the exception of two female directors, they felt that
the most important of their tasks involved relationships
with individuals and groups outside the library, especialily
the board and city or county officials. These relation-
ships are primarily concerned with acquiring more rinancial
support for the library, either directly as in planning
budgets or getting advice on particular ltems in the
budget, or indirectly through public relations meetings,
consulting with relevant persons about the existing
and planned services of the library. Second in importance --
and first to two of the directors -- is internal man-
agement, the supervision of staff and "development” of
relationships with the staff.

The dimension of time as contrasted with importance
characterizes executive tasks quite differently: only
one director claimed that external activities took up
most of his time! Internal management, including employing
and maintaining staff, "clerical dutles", the preparation
of reports and plans all take up a great deal of the time
of these executives. This 1s due to the lack of adequate
middle managerial positions that should account for much
of this work and to the rapid growth of several of these
libraries. While all welcomed the newfound, albelt
modest, funds and services from federal, state and local
sources, they found that a great deal of work necessarily
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.spent on the preparation of reports, statistical compll-
‘ations, alternative bullding and budget plans and the

. 1llke interfered with what seemed to them to be more
‘important -- the involvement in relationships that will

bring more immediate and effective resulvs, relationships
that must be established but that are too often precluded
by the demands of preparatory and even clerical tasks.

The range of "internal” versus "external” activities
varies considerably, however. One director. does spend ‘
the major portion of each day -~ and evening -- with
aroups outside the library in promoting and explaining
his organization. Another is essentially an "outside"™ -
man; although he spends somewhat more than half of his .
time with his staff, the time 1s spent with staff super-
visors in determining managerial polizies and procedures --
their executlon and the supervislion .of all tasks is left
to these supervisors. Other directors, however, spend’
as much as half thelr time in supervising staff. operations,
selecting new materials for the library, overseeing plant:
maintenance (even janitorial services!), and even typing
thelr own reports.

When asked what they would tell a person who -was
considering taking a similar position, all emphasized
the need for a "sense of mission", a strong motivation
to serve in spite of the demands of the job and its .
frustration, both in erms of lack of goal attainment and
of having adequate time, staff, and materials to work
towards the goals in a truly "executive" fashion. One

" must not be "emotional” or cne will fail. A "bookish"

person may not be happy as an administrator; there is
1little time or energy left for reading or opportunity

to communicate about readirz with library patrons, One
must be a salesman as well as a manager; business ex-
perience is conslidered especially helpful. In addition
to the loss of pleasant contacts with patrons and books,
one finds the relationships with boards often problematic, -
even hostile. As one very experlenced and respected
director sald, "Administrators are not trained for their
Jobs, They Just grow into them as the job grows.” Con-
slderable frustration is felt because of the nature of
the job itself and because of the lack of preparation for
it., In spite.of this, it will be recalled that none .
would seriously consider changing jobs and that they find
thelr work challenging and thus rewarding, in spite of '
the frustrations. _

‘hile administrators enjoy considerably higher
prestige than do theilr subordinate staff members, they .
find that the generally low public valuation of librarians
diminishes administrative prestige and power. Generally,
the ne.,ative aspects of the imaze of the librarian in the
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community include "rigidity", over-emphasis on rules,
gentility, a "willingness to work for nothing", being
"over-intellectual and not hard working like ministers
and teachers", and a lack of warmth., At the same time,
administrators felt that the positive image of llbrarlans
lield by the majority of the library's patrons stands in
direct contrast -- that llbrarlans are extremely helpful,
"it's the only public agency in town that gives cordial
personal service," that they are knowledzeable and
resourcefuvl, couvrteous and industrious! Younger members
of the community are more likely to resent the disclpllne
and "qulet" rules of the library. Nearly everyone falls -
to understand the distinction between the professioral
and non-professional staff, expecting non-professionals
to give professional service and becoming impatient or
resentful when theilr requests are frustrated. lore and
more poeple see the librarian as a research speclallst
and consequently expect more of him and respect hlm more.
. While this improvement of public esteen 1is welcome, most
administrators find that the shortage of professional
personnel creates considerable public resentment. Fur-
thermore, as the reading and research requirements of

the public increases 1in sophistication, the level of
knowledge and education of the librarian must be advanced;
some administrators felt that the quality of tralning
for librarians Js becoming inadequate for growing intel-
lectual demands. 3 : '

In most iastances, the library executive finds it
difficult to "get himself taken serlously". People gen-
erally respect him and are at leerst moderately interested
in iibrary affairs, but they do not accept him with the
degree -of importance that he feels is appropriate. MNany
people who might be expected to "know better" are often
surprised to learn that library executives are pald as
.well as they are. The best way to acquire respect is. to
. be able to talk in businesslike terms with-clty officlals
and businessmen. Nen with business backgrounds feel that
they have a distinct advantage in developing personal and
organizational relationships. It 1s far easier for men
to "mix" and to "wheel and deal" than it 1is for women,
but men executlves expressed rather more concern and
indignation about this than did the women. Women executives
were aware that they were pald less than their male
colleagues and that they will probably be replaced by - |
men. However, they did not feel that the library suffered
in any way because the head librarian was female. The
community and its government, they pointed out, expect
the librarian to be reserved and unaggressive, and they
respect a "good" female administrator. They did regret
- not beilng able to cultivate informal relationships with
important community officlials and understood that these
would be very helpful to the llbrary. : '
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‘Thether or not it is easier to get salary increases '
and allied benefits for a staff member who .is male is
wcertain, The implication in many situations is that
the administrator does not make an lssue of the nmex
composlition of his staff, but feels that males can and
do command more money. In some 'communities the distinction
1s made quite clear by official responses to .requests for
increased salaries such as "she's getting erough for a

woman." Nearly all administrators were troubled by an
additional complication, the public assumption that male
librarians may be "effeminate" or homosexual. Female
administrators were perhaps more sensitive sbout this _
than males; they have had admonitions and fears expressed
by board members and city officilals even when no male -
librarian had ever been employed in the community. lale
administrators expressed less concern about this problem,
although they, too, had been confronted with it. Ten
years after his appointment one administrator was told

by a friend, who had been of primary importance in his
being appointed, that prior to his appointment it was
assumed that belng a male librarian "he was probably a
pansy"” and that he had been nearly eliminated from being
interviewed for the position. The ten year period had
evidently made for a striking change of opinion about
male librarians in this community. Other male librarians
reported similar if less dramatic incidents in adjusting
to thelr communities. The rate of replacement of female
by male librarians suggests that while the fear of male
librarians still exists it is. not as Amportant as the
Teeling that the Jjob calls for a man rather then a woman.,

Further indication of ‘the respondents' attitudes
about their positions appeared in their comparisons of
the library with other oirganizations. The public school .
system and other educational organizations were said .
to be "most 1like" the library, but there was also 8 agrest
deal of feeling that businesses were also- similar;
although the goals of businesses and libraries are not
seen as being at all the same, conducting library affe.rs
in a businesslike manner with appropriate concern for
modern fiscal and management methods was quite . important
to the panel. On the other hand, businesses were also
identified as being "least. like" librarles in that .
businesses are seen as "selfish", "out for profit", and
rarely concerned with intellectual problems. Organizations
such as the American Legion and the Xu Klux Klan. were
also frequently mentioned as being quite the opposite
of the library in their functions and purposes. Sensi-
tivity to such organizations which have often .acted as
censors or otherwise opposed free expression of thought
and reading in these communities was very stronp among;
most administrators.
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, Phe features of a "good administrator" voiced by
the panel emphasized the librarlan’s sense of nission,
the need to like workins both with people and with books.
Business-orientation was also almost universzally mentioned
as a means of effectively and efficiently dealing with
people and handling the many aspects of management.
Imaginetion and agsressiveness in devlsing prosrams,
handling staff problems, and developing improved relations
with all outside groups were wldely cited as important.
Rumility and "control of temper" are considered important
alsc in contending with the frustrations of plans and
go0als. ' -

‘ But what might an administrator do that would qualify
as unethical or unprofessional? On this point admlinis-
trators were quite unclear. 'hile an administrator should
he businesslike in many ways, he should not be imltative
-of businessmen to the point of denying hls role as an
educator, as a promoter of new ldeas througzh the selection
and promotion of books. As such, censorship and generally
not adherinzg to professional "ideals" 1s conslidered
unyrofessional. Concelving of anything more specifically
"unprofessional” seems to be problematic: only one
administrator cited relations with trustees and the
. government, declaring that the unprofessional librarlan
is one wWho is not alert to their attitudes towards the
library and properly responsive to these attitudes.
Three respondents felt that too many such administrators
find the library a refuge for a qulet genteel life at
the expense of a stagnant and highly inadequate library
program. . ' . ,’

The question of sanctions was almost inconceivable
te the majority of administrators -- several felt that
any librarian's unethical or unprofessional conduct
_would be sanctioned by the local board of trusteest! Others
felt that the profession should take some punltive actlon,
such as disqualifying the librarian from further practice.
All felt that the application of any sanction by the
American Library Assoclation or any professional organ-
ization was totally unfeasible then and not too likely for
the future! . -

Relationships with the Public .

‘ Not surprisingly, only one of the interviewees had
any kind of séheduled responsibility for public service
work, such as reference or circulation desk duties. The
ma jority have little contact of any kind with library
patrons, although all "leave thelr doors open" to the
) gublic. M:st complaints as well as requests are handled

y someone at the lower or intermediate staff level., All
three of the women administrators felt that they should
be inh contact with the public more frequently and tried
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to establish more time for meetingz patrons. None of the
men felt at all chapgrined at their infrequent patron
contacts and, indeed, most felt that it simply was not
"their job" to be involved 1ln public service of this
sort, especially as it was likely to be at the expense
of the special tasks constituting the true dutlies of the
administrator. It is quite clear that women adminis-
trators generalily missed the affect inherent in
personal patron service, whlle men found most satisfaction
in their administrative level interpersonal and task
relationships.

The members of the panel ranged widely in the
number and kind of relationships they have in their
respective communities. They were all expected by thelr
boards and by community groups to pari:icipate in some
community organizations. MNearly all =he izen were not
only expected to Jjoin Rotary International and similar
civic groups, but were often strongly pressured by bocrd
members to participate actively. The Chamber of Commerce
also ranked high for a few of the men. The women admin-
4strators were expected to joln "cultural organizations"
or to support their activities through publicity in the
library. The men, too, were often invited to support
such groups,but tended to spend more time with the male -
civic groups, notably Rotary Club, an organization of
very high rank which does not allow participation by
women. Half of the interviewees have some general or
special educationsl program for the community. The
developnent of such organlizations or programs Was by no
means universal; some communities had very active study
committeés while others had none, but the apparent
tendency was for such groups to invite head librarlans
to participate when such groups were formed. This and
other evidence sugrests that the librarian 1s perceilved
by the community as an educator. .

_ The patrons of the libraries in the study were
primarily middle-income, well-educated, white collar
people. However, lower-class use of the library was
reported as increasing steadily in many communitles.
While some of the increased use on the part of the less
nell-educated was accounted for by whites, the majority
of the new clientele consisted of younger Negroes
anxious to improve their life chances. Lower-class
readers, secondly, tended to be .more serious readers,
in that they used the library for additional learning
rather than recreational reading, the administrators
felt., One administrator expected that the library
clientele will be gredominantl lower-class =-- white and
Negro -~ in the not too distant future, but no other
interviewees shared this expectation.
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Of the various functions of the library, the public
approved most the general reference services and the
special attention.given to pre-school and school chiliren.
Adults appreciated greatly the service given to theilr '

" children, and young people were heavy users of the

1ibrary in all communities, but they were also apvreciztive.
of the special reference service in.the four or five '
1ibraries that had been able to build up the staff and
collections to provide such service. The public¢, however,
failed seriously in the eyes of the administrators to
understand meny very important functions of the llibrary.
Special historical materials, "serious" modern literature,
and even bookmobiles were cited as instances: O&peclal
programs, such as the Great Books programs, varied widely
in their appeal, meeting with great cuccess 1lu one con-
munity and wita next to no appreciation in another. Only
five of the libraries ventureéd to offer'such programs
with any regularity, partly because of public indifference
and partly because of insufficlent library staff and
funds, or interest on the part of the staff.

{

According to the interviewees, the majority of the
libraries were consldered by patrons primarily as edu-
cational rather than recreational in nature, but this
view is gquite recent in many communities where the emphasils
has been on using the library for recreational reading.

The increased interest in "serious" reading and "research"
in recent years and the "upgrading" of library collectlons
hLave presumebly led to this basic change in the public
view toward the library. Nonetheless, librarians feared
that many segments of the publlic wlll never conslder the
library as primarily an educational institution, but
continue to expect of it casual reading and other materials
essentially for personal entertainment. Boards and govern-
ment . of ficials generally consider the library as being
primarily. educational in nature, but there was no firm or
clear consensus on the matter. Hany elected offlclals
view the library primarily as a dignified recreational
outlet even in communities whose library public takes

the library more seriously. :

In spite of the modest proportion of the general
population that uses the public library and this clientele's
uncertain appreciation of the library's functions in '
ideal professional library terms, there was no doubt
among the administrators that the community feels very
strongly positive about the llbrary. Neot one felt that
the library would close 1ts doors except as the result
of sonme extraordinary disaster. Closing the library
would cause & "major catastrophe”, would ralse a "fantastlc
howl" in the community, and 1t would be restored at once ==
probably stronger than it had been. The llibrary public
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is small but would presumably be very vocal and powerful
under the pressure of such a situation.

The strongest supporters of the library may or may
. not be formally organized, In some communities the

library's "best friends" are famllies or housewlves, In
others, the trustees are perhaps the only strong "friends",
However, in the majority of cases otlier organized groups
such as the Rotary Club, the American Assoclation of
University Women, the Junior Chamber of Commerce, the
Junlior Teague, Hadassah Society, the Parent-Teachers
Assoclation and the League of iomen Voters, in addlitlon
to formally organized Friends of the Llbrary groups,
demonstrate regular and strong support of the library.
¥any of the members of these groups (or their wives) are
politically influential, and are consequently very helpful
in estabiishing a base of communication and influence for
the librarian and the library. ' .

In only one community is there any organized oppo-
; sition to the library, except perhaps in isolated and ...
{ infrequent instances. This does not mean that the library
f and the librarian were free of threatened hostility or .
opposition, for the potential was felt by many adminis-
trators, if not all., One librarian has endured for years
the regular and highly organized harassment from a John
Birch Society chapter, including television and radlo
broadcasts attacking the library and the librarian.
Although the librarian has been able to respond with
affect (the attacks were usually based on false and
* : falsified information), the strength and determination
of this organization is such that the attacks continue.
tthile other librarians have had no experience of this
§ order, they expected that it could happen and were at
: " least mildly apprehensive about the possibility.

~ The major source of opposition stems from a general
. — public apathy toward the library, leaving it vulnerable
- to attacks from ad hoc groups of property owners who
organize temporarily to oppose increased taxation or .
bond issues that would benefit the library. The opposition
is not against the library per se but rather agalinst
paying higher taxes for nearly all local public improve-
ments. When proposals for new buildings and similar
improvemenvs for the library arlse, the lines of support
and opposition are often mixed., Whlle meny .of the middle -
and upper-middle class leaders of the community tend to
support the library -- eéspecially the professional and
managerial occupational groups who are not ‘usually large
property-owners -- some of the ordinarily militant ST
"paoht wing" leaders may be counted on to support the
library, too. - :
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This was accounted for in at least two communities
by the fact that the library may be seen as a very poslitive
asset to the community in attracting new bucsliness and
industry, especially those heavily manned by white-collar
workers who are expected to look for cultural advantages,
including good library.service, in the community. In one
of the larger communities the commerce executive respon-
sible for guiding industrial prospects around the city
invariably included the library as a promirent part of
the itinerary, and he regularly commented to the librarian
that this was one of the prize assets in promoting the
community as a new site for such prospects. ' In smaller
communities the advantage of the library was not so
clearly understood. One administrator reported that the
city manager had expressed puzzlement as to why his
prospective business leaders inquired about the library
and asked to see it! The library in this community was

one of the most poorly supported in the state.

The support of labor unions was not of any_great

| importance. Union membershlip and strength are very

modest in the ‘state, and while several local:labor 1esders
are known to support the library and to encourage its

g use, thelr influence is not nearly as marked ‘as.the

strength of the professional and business leaders. Library
sdministrators have rarely sought out labor union leaders
10r thelr support and seem generally unaware of the '
possibility of support from this quarter. -

Administrators have felt free to solicit support
from individuals and organizations and to take advantage
of any situation that will afford an opportunity to
publicize the services as well as the needs of the
library. However, they have been rather selective in
these attentions; the boards and the administrators both
felt that any exposure of the library to the public is-
good but they tended to restrict themselves to meetings
with middle-class civic organizations, hobby and fraternal
or soclal groups, and the few educational groups in

. their communities. ©No administrator has felt that it
‘has been necessary or appropriate to alr any problems or

grievances with the public through the news media or wich
thelr colleagues in the professional literature, but :
they felt that they were free to do so. The boards might
hot welcome this kind of publicity, and the interviewees.
would all be very uncomfortable in protesting publicly
about any problems of the library, but they did assert
that it is incumbent on a professional librarian to

speak out against any infringements, especially where
censorship 18 concerned. .

A Boards and administrators both felt a great need
and work quite strongly to keep in regular contact with
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many organizations, especially the Chamber of Commerce,
Rotary Club and similar groups. Very rarely, however,

has anything controversial arisen and administrators

-have refrained generally from introducing controversy,
‘however free they claimed tc feel to do so. It was felt
that only in very recent years has the need or opportunity

- arisen for public airing of many 11brary problems. The

. location of new library facilities, for instance, is quite
often a point of contention in the community. Adminis-

. tratorc increasingly find themselves in the position of ..
strongly endorsing the plan that seems best to them and
increasingly attacking other plans. Presentation of
arguments for a particular plan, as well as arguments.
opposing other plans, may be made at civic group meetings
and before government officials. Such contests are
glven detailed coverage in the press, but tend to be
resolved in the semi-public forums of officials and
civic organizational meetings.

Relatiorships with the Profession _
Administrators are sensitive enough to the profes-

sion's norms to resent intrusion on book selection and
,other professionally delineated functions, but thelr

. inveolvement 1in general profeéssional affairs ranged
widely. A bare majority held that its first identification
or alleglance is with public librarianship rather than
librarianship in general. Those with the broader sense
of afflilliatlon have had some kind of experilence as
academic librarians previous to their present work. All
reported that the longer they acted as public librarians
the closer they felt to this particular branch of the
occupation. Relationships with other library executives
in similar positions was quite lmportant as a source of
ldeas for new buildings and programs and of moral support. °
‘Most such relationships were with individuals within the
state or region, but some were with persons at quite
distant points and reguired regular corresrondence as
well as reliance on national professional meetings.
Professional association membership and meetings were
considered by five to be valuable and by others to range
from "secondary importance" to "worthless". Journals

-in the field were read widely and used as sources for new.
ideas and maintaining a sense of identification with the
profession. By and large personal communication with
other librarians, including suBoFEinates, was considered
more valuable than the formal papers and addresses of
associational meetings and most professional literature.
Administrators were about evenly divided in being in-
different to participation in professional associations
and being quite dependent on and active in such associations.‘

Many administrators felt that their library education
was of extraordinary and 1asting benefit in their career
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in that it provided both the knowledge base for thelr
various tasks ard the motivation to carry them out. The
State Library and the variety of "workshops" devoted to
~partlcular library operations were also considered
helpful.

Administrators felﬁ almost unanimously that loyalty
to the profession was second in importance to loyalty
to the community, to the particular libraries that they
manage. Such sentiments were quite mixed, for many felt
that one's primary loyalty should be to the - professilon.
However, the profession was often seen as "too 1dealistic”
(the "main thing is to build a strong loccl library,
and compromises on such things as censorshlp are necessary
to do it") and as, "far away like the federal government".
Professional norms were considered very important -- but
as guidelines and as flexible *rules of thumb". The
local community was generally viewed as an employer
whose payment for gservices naturally commands first
attention. Professional norms were useful to cite 1n
conflicts or situations that pressure the llbrarian to
compromise his professional norms excessively, bub
"thers's no sense in butting your head against a stone
wall" in contesting local pressures when they conflict
with professional norms. One articulate respondent said,
"One gets valor from the profession, as one gets discretion
from ?he community. Discretion 1s the better part of -
valori" ' ,

. Administrators do nevertheless support with great

fervor certain crucial pélicies and standards of the
profession that do not meet with favor 1ln many communities.
For instance, not only was- there no real reservation
among administrators about the desirability .of multi-unit
library systems in spite of consliderable local opposition,
‘but there was also reported a great deal of effort _
already expended in developing and expanding exlsting
systems. Some felt that special efforts must be made to
retain the "local touch” in county-wide or multi-county
systems, but all felt the need for pooling materials and
human resources within the framework of sizeable admin-
~istrative library units. S

: Only one county in the study contalins two large
cities, and this county, because of the inablllty of
governmental officials to determine which city should
serve as the central library agency, does not have a
unified system of service. The head librarians of the
two city libraries are quite incompatlible personally,
- and the gqverning officials as well as the librarg boards
" are mutually disfrustful, each feeling that the o her
will profit at its expense. All of the other citles are
central units in trade areas, and the tendency to develop
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various commercial and financlal services on an area
basis is quite pronounced. Similar development of public
service2s has been considerably slower.

In many counties the.: 1is great Jealousy over the
sroportion of payment and - :iponsibility that should
accrue to the county and »:: central city. City govern-
nents tend to be pleased . tch the prospect of turning
over the responsibility {o: operating and financing the
library to the county government. Many groaps in some
cities, including some government officials as well as
trustee boards, are quite proud and possessive of thelr
city libraries and are reluctant to give up any autonomy
to the county. Similar sentiments are held when plans
for multi-county units are proposed., Allocatlion of
federal and state funds is often predicated on membership
in a system, but the local officials of at least one
large city library are sufficiently hostile to such
required standards, to the "strings" they see attached,

- that they prefer to maintain a poor but locally inde-
pendent institution. '

The acceptance of the librarian's perconal involve-
ment in and commitment to the profession is viewed with
greater similarity by administrators and local officials
‘a8 well as boards. All parties feel that the head
librarian has some obligation to engage in-some kind of
activity outside of his regular position, such as con-
sulting, research, or teaching. Only one administrator
reported that his boaml feels that he may be neglecting
his job by engaging in such activities, and nearly all
administrators felt. themselves that consulting, teachinp,
and research would facilitate their work rather than
interfere with it. However, the actual practices of -
administrators vary greatly. Cne 1s a nationally estab-
lished building consultant with sixty-five clients in
twenty states to his record as well as several current
cases. Another has taught several summers at a local b
college and has completed two major literary manuscripts.
Except for rare consulting jobs for nearby local libraries,
most of the other administrators have had little such
experience. Two have not had any involvement in depth
in any such activities., Library boards and city officials
approve highly of the publicity that attends these .
activities, even Af it taikes some time away from managing
the 1ibrary.

Librarians often involve themselves in local organ-'(
izations that do not so clearly exploit thelr special
professional talents as do teaching, consulting and
reazarch, They feel that in most instances the most , .
appropriately trained member of the staff should participate
in community projects. Further, some communities have B
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18 not everywhere clear-in this respect as in others.

- ‘a tax-supported agency. Rivalry between boards and local

had little activity that invites or requires the special
talents of the head librarian, and some administrators
felt that they should restrict their activities to those
where they could most effectively use their knowledge and
skills as librarians in order to restrict the possibility
of becoming involved in "politics". The three admin-
istrators most active in their communities did not share
this degree of aversion to "political involvement® and
have tended to take on tasks that have any slight relevance
to the library to the end of offering a wide range of -
service to the community and simultaneously "making
friends" for the library.
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Relationships with the Board of
Trustees and Local Government |

The professional problems, overt behavior, and
attitudes of the library director are in large part: :
. influenced by his relationships with his board of trustees
and the government officials in his community, The boards
‘are composed predominantly of white business and profes.-
sional men. High school teachers, active and retired,
and dentists are commonly members, and wives of white-
collar tusiness and professional men constitute a minority
membership. . There is often one Nerxro middle-class
membexr, also. The board plays a very 1mportant part in
most respects: if only because it is the legal agency
_1nterposed between the director and the government and
comnunity. Boards were said to have only control over
_"very broad policy matters", but definition of "policy
as contrasted with "administration" varied quite widely C o
among administrators. The crucial determinant, according
to the respondents, was not the legally prescribed duties
of. the board but the willingness and ability of the - =~ .. - . .1
board to participate In any way and on any level in library l_}:?;
affairs.. The board hes the authority to hire  persomnel o
in one of the larger systems, but actually refuses to - -
concern itself at all with such matters, leaving them.
- to the discretion of the litrarian who consults with the
county manager for approval. In the majority of. cases -
the board does discuss and act on departmental head - Wl
appointments as well as the appointment of the director.~ o
Its action on the middle management posts is nearly always - . %§
. purely perfunctory. The board, however, 1is often op8n.- -5
as a court of appeal for discharged staff members. In- °. .
creasingly,.the personnel departments of the city or county
. play a more important role in the selection of personnel
than does the board. However, the jurisdiction of boards

Boaids often are autonomous themselves, although governiné':ﬁilp

. governments, especially where there 1is s strong city or
: ,countv manager, 1s quite common. ‘ . »
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one director readily asserted that his board was
concerned strictly with pollcy matters, then offered
for examination a manual issued by the board. This
document 1listed in great detall the propér procedure and
behavior for staff members and included a demerit system
for infringement of the regulations. Other directors _
felt that this was a clear violation of the administrative
responsibility of the librarian, but they occasionally
reported similar but less extensive intrusions. The
_hours that the library will be open to the publioc, the
e use of special meeting rooms, and the handling of special
: "censorship" problems are among them. The especially
1 sensitive area of book selection 1is apparently not a -
ma jor problem. No board participates in the selection
; of books, most are in general agreement in gglicz with
{ the permissive and anti-censoring standard o e liorary
: profession. Boards do occasionally consider complaints
f . from patrons concerning an individual title, but they
serve almost universally as a supportlive force for tlie
1librariens if the director insists that the book should
' be retained the board will second his action. This
stratagem is considered valuable by many directors -- 1t .
serves to emphasize to the board the nmeed for maintaining
r a free and open selection policy and to demonstrate. to
the public. that such.a policy has the approval of the
trustees as well as the librarilan. S

Caarardl
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. Most directors did not feel that the boards interfere
in any undesirable way in the administration of the library.
In approximately half the cases boards were considered
simply too apathetic to be considered a danger in defining
the jurisdiction of the library or the librarian! The
board says to one director, "You are the professional,
you tell us,” and the director finds this gratifying «nd
at the same time he wishes that the board would become
more involved in planning and promoting., Another director
felt that his board 1s »ignorant”, without real interest
in the library, and that "it 1s difficult if not impossible
to -educate grown men.” That appointments to boards-are
political was a source of great chagrin to him and was
zenerally disapproved by other directors, bit most
directors felt that the "good" librarian must and will
educate his board and somehow manage to get them involved
‘ag. they should be. Success 1s not so striking as their
sentiment; those libraries with ngetive” and "strong” .”
boards usually have only a portion of their trustees. .
intelligently and consistently committed to their tasks. .
Nonetheless, even partial involvement was considered very = .. i
beneficial for both general policy planning and assistance -
in technicsl administrative problems. Even those members - g
who are apathetic were usually described as cordial and' - .
sympathetic and even well-informed about the needs and -
objectives of public librarianship. ' e
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 Elected officlals are, however, mors informed about and -

~ Although open hostility is rare between director
and board or between director ard the local government,
potential conflicts are common, especlially 1in .the larger
cities and where the director is continually pushing ,
for improvements. One of the most aggressive and success-
ful librariars said, "An administrator should keep his bags
packed,” in the event there is any disasreement as to
"who should run what.” Uead librarians felt that they
were more likely to have more problems with governing
officials than with their boards. City managers usually
feel that the board is officious and unnecessary and.

" want to deal directly with the librarian; "active" boards

may oppose this, leaving the librarian caught between

the two. The librarian may want to use the board for
political and technical support when he feels that the
governing authorities are not giving the library either

1ts due share of financial support or attentlon., Two
directors reported that their city managers "play politics”
rather than a disinterested professional role. The \
board of trustees serves as & buffer and a means of
commanding the attention of. city hall in these cases. -

With an apathetic board and sympathetic government the =
librarian may be well-off, but still find himself laboring
very hedavily with city aldermen or county commissioners '
who ultimately control the budget or other .important..
factors. Usually the director can count.on nominal support
from his board in his relationships with both elected

. " and administrative officlals. Usually he can also count
on some city or county departments for qss1stdnce'y1th

specific. problems. . ’

In most communities the city or county manager may

. represent tha library and plead for it before the elected -

body; in less than half of them, however, does the menager

.- alone. appear at any such formal hearings. The librarian -’

almost invariably has the opportunity to make a case.
for his budget, and about half the directors are accom-

panied by a trustee member or the chairman and carry the

endorsement of the chief governmental executive as well.
The majority of elected aldermen and commissioners serve
only. two-year terms, and the rapid. turnover makes it .-
problematic for the library executive to anticlipate their
attitudes towards: the library. Elected officials are "
extremely varied in their appreciation of the public

© 1ibrary, MNost know little about it.and care littlej they

are willing to accept requests for nodérate budgetary -

iricreases, for instance, Withcut offering serious oppositions ...

Extensive increases or changes in structure may meet

with considerable opposition and ignorance of the issues, - :
The lack of continuity among these groups 1s not helpfulj;
librarians .1like other agency heads find themselves
repeating the same message to different elective bodies.
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jnterested in library affairs in larger communities and
. In those communities where it has been demonstrated to
them that improvements such as bookmobiles and regional
affiliations of librarians are beneficial, The changes
in attitudes among elected groups come slower than among
professional managers in government, and the establishing
of contact with them is more difficult for librarlians
than it is with managers. Being politically oriented,
however, does make elected officials sensitive to demands
or needs of constituents. Aldermen and commissioners

may fail to see the value of a general enlargement of
services but are quick to appreciate the "need" (and
personal political reward) for establishing a new library
branch in their individual districts. Consequently,
services sometimes develop slowly and erratically, o
dependent on the political judgment of elected represent-
‘atives. Nonetheless, many if not all directors felt that
this is at least a source of promise for library devel-
opment, piecemeal as 1t ray be. The assumption was that
if enough aldermen or commissloners were acouisitive for
their constituents there would be hope for a coordinated
and comprehensive community program. ' ‘

The fear of total indifference to the library 1s
fur greater, and the fear of competing city-county elected.
groups - presents ever more serious consequences, . The. g
decision 88 to whether the city or the county shounld
have primary responsibility for library service plagues
at least three major communitles, leaving the libraries
presently in very pocr financial and political circum-
stances. On the positive side, no director reported any
aerious interference with the operation of the library,
or any intrusion into proper professional adminigtration. -
Two of che directors are expected by their boards to .. =~
carry out what sare generally considered non-professional = .
duties, but given a generally very nodest level of - Co
support and consliderable apathy, most boards do not
expect behavior of their directors that violate thelr
sense of professional integrity.  In fact, as one head '
" 1ibrarian put it, "The board often doesn't know what to
expect of the librarian -- 1t has to be toldl™ . Further,
most directors felt that when particular controversies
‘do arise between board and director it 1s because there
‘'has been inadequate communication of all the variables
involved in the issue and that explanation and discussion
leads quite readily to a resolution of such problens. -

" In all but one instancé boards were reported as -

~ being ‘enthusiast ‘
by working-class or lower-class members of the community,
and they were pleased with the results of their libraries
in broadening the base of use in this manner, ' However,

. it is.rare that a board shows any active interest by
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providing speclal counsel or other efforts to so promote
the library. Further, it 1s quite certain that boards
generally do not appreciate the need for special kinds
of .appeals necessary to bring in lower-class patrons to
what is essentially a middle-class institution. Govern-
ment officials are not particularly concerned about
getting more patrons. They are often faced with the
special problems of tactics and stratesles necessary to
provide any areat improvement in services, such improve-
ments .usually bein~ dependent on a bond referendum or
special tax supplement clection. The library competes
with other local agencles in such fund drives, and the
city manager and his staff necessarily must coordinate
-all the appeals to maximize their chances for -success.

Members of library boards are not themselves heavy E
users of the library, nor are government officlals and _ %
legislators. In most communities one or two of the 3
trustees do use the library often and for serious pur-
poses, -In three cltles the city manager himself 1is:a
o ' heavy user of the library, relying on it for considerable
- L assgistance in his work. Two library directors issue

' "a 11st of books and-periodicals with annotations for
.use by local government, and these are used extensively
P > by many agency heads. One city manager resularly
R . documents his reports and requests to the city councilmen
R "and county commissioners by reference to the library |
bibliography. The families of city councilmen and county
commissioners are very often 1ibrary patrons, but few

-

."vrpngted.off;qials themselves can be so counted.

N

TN Y

A .common problem in public library board and director
relationshlips is interpreting library use in quantitative
' ‘terms such as circulation flgures, especially where the
board members are not themselves heavy users of the
.1ibrary. . ‘A bare ma jority of the directors found that
thelribqardsf"Jusﬁ;love circulation statistics", as one :
reported. The other boards elther have only a moderate -
interest ‘in figures or think more strongly of "qualitative"
_measures such as the introduction of new programs, the
development of new. branches or speclal collections.
. Businessmen mémbers of boards have remarked to their . °
- directors that they do not expect regular increases-in
..\ - ‘any .phase of library gservice any more than they do in
.- their businesses, Government groups generally do mot -~ . -
R géem much affected one way or another by statistical: =~ . "~
Y réports -- they generally seem either not to understand - - U i
S+ . o or:not to be interested in them. Interpreting such reports ' . i
. ... .. 1s only a minor instance of the general and major problem |
... "o of the librarian in satisfying hls superlors that he is = -
.. ;. doing his job well and in the even more difficult amd =~ . )
L important task of obtaining thelr supporturor’his‘prqgrams,_f'“&“
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.The most crucial aspect of hlis work is focused on
his strategies in presenting arguments for the library
budget. Although the board is supposed to participate
in the plenning and preparation of the budget, typlcally
this work is done by the librarian who then presents the
buigst to the board. The budget is usually conservative
in its requests and is usually approved by the board
with only minor modifications. Host directors maintaln
some kind of friendly contact with financial and political
officials in addition to the more sympathetic board members
with a view to exploiting any possible opening for sub-
mitting and obtaining approval for an increased budget.

In only one community is this consistently precluded:

. the budizet i1s prepared by the librarian in conjunction

with her very conservative financial chairman, and the
board virtually forbids her developing informal dis- °
cussions with anyone outside ‘the hoard., .-

Consulting with a city or county manaser. and fi- .
nancial officer before bringing the budget- to thz board
serves to provide a more realistic and informed background
for financial planning and at the same time places the
librarian in a more powerful position with his board in
the event that the board may feel that the budget is too
large or otherwise not likely to be approved by the -
government. As one librarian put it, ."The librarian can't
leave the budget up to the board. He's incompetent AT
he does. He should go to anyone (of influence) .who can -
help." 'When the budget is considered by the city council
or county commissioners the librarian usually has the
opportunlty to appear in its behalf., The board alone

| represente the 11brary at such hearings in only .one com-

munity; some member of the board accompanies the librarian -
in many cases, but very often there is no need for any.
representation, for the legislative body may be already .
quite committed to passage of the budget, knowing that -
it has been approved by the librarian, the board, and the
executive branch of the ‘ocal government. Further, the
support of organized "f.iends of the library" groups may
influence legislative decisions. Head librarliansg gererally
do not include such groups in their political maneuvering
as they are not always available. One eazer librarian, e

‘however, does include a "friend" even at his trustee

board meetings. In addition, many librarians lay the .-
groundwork for approval by approaching councilmen or -
commissioners informally long before the budget hearinrgzs.,
While outright "hostile”" commissioners are not resdily
swayed, many others are willing to listen to reasonable
pleading. Nearly all directors "politic“ in thls fashion .
in addition to sounding out the sympathies -- and enlisting
them -- of the executive branch officials. As one very

forthright librarian said, "It's place to politic for B
money rather than leave 1t up to the board. . . |
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Boards may talk aggressively in meetings but fall to
follqw through in city hall.” ‘

By and large the male directors pursue this course

- of action vigorously and the female directors find them-
‘selves handicapped. Similarly, in budget hearings men

"will be treated rough and ready but in a friendly way,"
while women may be shown such courtesy that serlous con-
sideration of tueir requests is sharply precluded. ‘
Yomen are quite consistently discouraged from "wheeling

and dealing" in the same fashion that male administrators
practice. In oné dramatlic case, a newly appointed male
director approached the chairman of the county commissioners
in developing plans for the budget -- no one had pled

the case of the .library in years, and the chalrman was

_.extremely surprised and initlally very negative. _After

a lengthy discussion of the library's needs theé chalrman
gave his blessing and pushed through the librarian’'s
requests.. - In future years he could be counted on to
support the library strongly, so convinced did he become
of the worth of this agency. Another. administrator
personally convinced a state leglslator to have a special
state tax, that was to Pe distributed to individual

.counties, earmarked for library use. In such instances,
* the respect for the llbrarian himself is very influential
-in budgetary decisions.. ' .

Where the board 1s strongly influential in the -

~ community and the library has other allles, the councilmen

and commissioners are likely to approve the library budget

" without the intercession of the librarian: such cases

are especially important where the library head 1s &

woman or the librarian is not able to enlist the support
of executive officials., When there 1s a conflict between

. two;grougs on the board or in the legislative body con-

cerning ¢ library matter, librarians felt generally that
they should take a positilve stand., For instance, when
presenting the need for an improved salary schedule,

most librarians felt that they should not simply mediate
between the trustees or legislators who support and those
who oppose the raises, but should actively voice their

 opinion in the matter as well as present evidence about

it.  .Such feelings are by no means unanimous, however,
There 1s a strong minority opinion that the board should
share in the details of the budget planning, that it :
should share this responsibility rather than be relegated

‘xto a “pubber-stamp role", and that the librarian should -

not bypass the board in any step of the budgetary process.
Further, a very few felt that the board should take .the

‘initiative in defending salary raises before the lggislativé Sy

body, and that the librarian must not presume on t

8
responsibility even if the board were to allow it. '
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-4ndicators of this is his ability or willingness to 1in-

.politics in an' unseemly fashion. Others felt that it 1is
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and willingness to continue effectively. =

' éfantially fixed by special tax law, there is a certain
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. 'struction do,. however, prove highly competitive and

‘gystem in the government. While the library's distinctive .

'<towards~1t. other community needs are given more serlous

The library director's conception of his respon-
sibility to the board and the proper role for him to take
in terms of initiating action for the board 1s revealed
in other ways as well., One of the most fundamental

fluence the appointment of mémbers to the board of trustees.,
Nearly all of the directors have some volce in the appoint-
ment .of trustees; three of them have a very strong volce
and almost invarisbly find thelr nomineces appointed.
Feelings about this are mixed; many are uncomfortable

in deciding the composition of e group that has the power
to hire and fire the director. OCne director kecps her
appointive influence secret and another feels much better
off not having such power. Further, the fact that most
such- appointments are political rewards to local cltizens
suggests to many directors that they are involved in

only realistic to exploit the opportunity and happlly ‘
take advantage of the opportunity to so engage in rolitics., .
Such appointments are usually screened by the city or
county manager or the mayor and passed on by .the county
commissioners or city council, ' '

The existing board also has influence 1in declding °
its own make~up; the nominations of -the iibrarian are
often made in consultation with one or more of the more
active and influential board members. Consequently many
boards are virtually self-perpetuating or at least -
restricted to quite similar soclial and personality types. .
Appointments are often too.long, nearly all directors.
felt, and too many members are regularly re-appointed,

A. few trustees have served as long as thirty years.
However, some of those with long tenure are greatly
favored by the directors if they have the experlience

Although the funds available to llbraries are sub-

amount of competition with other public agencies for .

financial support. No one agency or type of agency,

including the. public school system, was felt to be

generally more :competitive for attention than others.

Bond referendums and special tax supplements for school, -
hospital, road-paving improvements, and airport con-

generally receive higher rankings than libraries.. The BRRRRY.
1ibrary is widely regarded as an independent agency and . .. . i
only rerely suffers from being associated with the school

contribution is respected and there is little 1ll-will
and consistent attention. Library directors support school . ']
improvements, some of them are very active in bond drives, . .
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' .glving, on the other hand, that this policy 1is really

.- aocruesto the library, at least from influential groups,
" _1in speclial services given to business and professional

s expected to do so, although the Chamber of Commerce in

. certain services. No one hasexperienoedcu-anticipates

albeit realizing that at least 1in the short-run they are
alding a serious competitor for public money. In addition
to satisfying a personal desire to work for community
development 1in supporting other agencies, librarians also
gain some esteem by publicly participating in these

pro jects.

Providing services to groups as contrested with
individuals and with particular attention to speclal
collections and services for stratezicalily placed or very
needy groups is very mixed. Ilbrarians were overwhelmlrgly
in favor of directing their attention to group services,
feeling that it is "cheaper", "more efficient”, "you
reach more people this way." There was oonsiderable nis- .

. rewarding only if it recults in greater numbers of indi-
viduals using the library for individual as well as group
purposes. Reading improvement programs conducted through
the YWCA and other organizations and preparing reading

. 1lists for discussion in all kinds of organizations were

. seen as being valuable not only for their primary purpose
but also very important, perhaps more so, for bringing
new- patrons to the library as regular users.. About
one-third of the librarlies provide extensive group services
while. another third does very little because there has

" been little response. There 1s considerable favor
gained for the library, even from non-users, in devoting
special attention to the physically handicapped or
others with reading problems. But even greater favor .

peopls. - Several librarians are only now beginning to
develop such services and collections for industry and
business, but nearly all are much interested in this work
and ‘have or are presently acquiring the interest and

- partioipation of business organizations in 1its planning
and development. 4

.No library charges any speoial fee and no librarian
- one town is proposing to pay an snnual stipend for

" any antagonism in the community for gsiving special

. attention in the business sector. On the contrary, such
gervices are universally perceived as a means of acquiring
powerful friends for the library as well as providing .
needed services., That the focus of the limited facilities
of the library on this group may preclude attention to
other community needs is of little or no worry to the .
ganel. Rather, they feel that the increased support of -

he business community will lead to a general increase

of library finances, permitting advancesn on other problenms.
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The majority of library directors are not involved
with other professional groups or other civic groups,:
although they do appreciate the advantasges that might
be mained if they were. Three of the male dircctors
are extremely active, frequently assuming leadership
or executive roles in various community activities
aimed at urban planning, education, welfare, industrial
development and similar goals, even in instances where
the library is not directly concerned. None. of the
female directors are but nominally active in such work.
However, it is far more common for directors, male and
female, to have "social" friends who are powerful or
close to the powerful in the community. All directors
felt that such relationships should be cnltivated, as
long as they arise "naturally". That 1s, the librarian
should not unduly seek out important members of the
community to establish friendships. And many claimed
that it i1s essential to avoid direct and open involvement
in "politics", ‘especlally politioal campaigns, when one
has political friends. One of the most respected members
of the panel has few .such social contacts, feels that he
. doesn't need them, but that they are definitely a strong
asset 1in many. instances. Cuation, the fear of come-

. promising-the 1library =- "you can't say 'no' to a

friend" -- characterizes many of these relationships.

. The value of contacts is emphasized by those who do count
city councilmen or oouncy commissioners as thelr friends.

‘ ... The panel was asked to evaluate the. action of a
1arge metropolitan public library director who,. when faced
with a serious budget reduction, had reduced. the: public
‘services drastically to demonstrate what would happen i
the library failed to receive more financial support. '
As 'a result of his action there was strong reaction in
‘the community with great pressure on the city councll,
and the library was given more money. While such action
visidly struck many respondents as drastic and as a "last
resort", they all supported it. A few had even been
involved in similar situations and declared that it was
" the only recourse open and had positive results for the
library. They all felt that the board should support
such action if only to make it effective but they were
less certain that the librarian rather than the. board
- might appropriately initiate such a move. A minority
felt that the librarian should be the initilator and should
 ingist that the board give its approval. Generally it
was felt that the library must be in quite dire circum-
stances before any reduction of services should be -
considered, but when faced with the need, that the L

“"suppor or résign his position.

librarian should be resolute in insisting on proper

7




That similar tactics mizht be used to demonstrate
the need for increagsed aid rather than as a "protest”
against reduced ald was not consldered wise or even
feasible, Typically, one librarian reported that in
similar circumstances her library had at one time temp-
orarily reduced its hours of opening, but at the least
busy time. When it was sugmested thatl closing at the
"busiest time" might have been "more denonstrative®,
she became quite upset and insisted that the more con-
. gervative tactic had provoked "adequate" public reaction,
- This library, like the others, is still "inadequate" by
‘the .modest standards of the American Library Assoclation.

In comparing the relative degree of understanding
_of library problems between trustee boards and government
officials, most head librarians felt that their boards
are superior if only due to the boards' necessary contact
with the persistent issues, procedures and problems of
the library. Only a couple of directors felt that they
have "good" boards, and all wanted to see a great deal

. of improvement of board attitudes and participation. For

o the women directors the board 1s clearly percelved as

‘a buffer and as an interpreter. At least one definite
instance of hostillty toward the library on the part of
the city manager 1ls due to his viewing the board as an .
interfering body that should be abolished, The librarian .

7I”felt'that the board is essential to him to preserve the

1ibrary. - The sentiments about boards® effectiveness are
not-necessarily congruent with the feellnzs about their
wunderstanding”. Common complaints polnted to the ex-
cegssive tenure, the practice of reapvointment, and the

- uge of trustee appointments as a political reward.

. . - Purther, boards could presumably be improved 1if

. the members.were different 1in other respects -- 1f there

.- were more men rather than women, and 1f they were mostly
businessmen and professionals. "Glve me a businessman’
_every timé. , . you can talk to a buslnessman., . . they're .
" far.better than the ‘'do-gooders', the women with nothing

but ideals.” Three of the most active of the male directors

felt strongly that boards should be abolished because
.they are not effective. These men felt that the librarian
should be a departmental head 1like other agency heads.

. In contrast with those who feel that the board is needed '

to "express public needs" even if the government 1s "¢lean®

they claimed that they do not need the board as an adviser

or buffer. They can dlscover public opinion directly

through various community groups better than by sounding

. “out. the board. ‘Farther, "if county commissloners play

-dirty politics with.the library, che lidbrarian should

' play the same game -- get groups around the city and

- county to work on his behalf." Another felt that modern
professional city management has made the. board outmoded
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and a handicap to the lihrary. As an agency head directly‘
responsible to the government without a trustee board ~
the librarian will get the attention the board cannot
or wiil not get. On the other hand, one acministrator
pointed out that boards as lay people can communicate
better with elected officials who act as a lay body and
who 8till tend to distrust “experts" and professionals,
whatever their agency affiliation. : S

In comoaring the lot of their own libraries with
those of the United States in generald most directors felt
that they are about as well off. The lack of funds and
of an adeyuate and well-qualified staff are universal
problems, and it is felt that improvements will continually
be made in thes: respects as well as in communication
with community leaders. The number and size of tasks of
libraries and librarians dismays many who -see no relief
for this in the near future, and the shortcomings of
colleagues "who lose sight of library goals in the face.
of overwhelming tasks" is also a source of concern, -

In addition to looking to the profession 50 provide
future assistance in coping with their problems, the .
-me Jority ¢f directors considered the profession presently
far stronger in its influence on the standards and
policies of library operations than purely local expecta-
tions and standards.. In two communities where the local
influence is felt to outweigh that of the profession. '
two recently appointed directors asserted -that the sit-
uation is changing rapidly and that the proper professional_
norms will prevall over the local in the very near future.
Bv professional standards and policies, however, some
librarians considered the state library and library
associa*tons as the prime source rather than the American
Library Association and similar national association
The 2ibrarian most deprived of power and of funds con-.
sidered the local influences toc be far stronger on the
. 1ibrary than any other, although she does "keep state
standards in mind” with hope for improved circumstances.
Further, there is some assumption that professional goals
and guidelines are not really in conflict with local ‘
board and governmental standards, but. that local groups
~are not convinced of the need or the desirability of
meeting professional standards "at this time”.

Directors are uneasy and somewhat uncertain about :
the specif'lic kind of role they should take when the pro-
fessional ncrms they wish to adhere to are opposed by :
their boards or city government. Given that boards must
be accepted as superordinate in accordance with the law,
most administrators felt "morally bound to take the
position of the board,"” but held that they should
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persistently inform their boards of the library's needs
and agitate for action to meet them. If opposition
. continues the 11brar1an should quit.

_ The degree of compromise and the proper duration
for "educating" the board are not at all clearly defined.
"The obligation to the board is paramount,”" but the
librarian should "lay down the law" to his board. He
"must guard against censorshlp" and other serious in-.
trusions on professional norms.and "try to keep the
board busy with things in order to avoid potential con-
flict," or leave his position if he is continually
over-ridden.. All felt that the personal qualities of
the head librarian are extremely 1mportant in resolving
local opposition to professional norms. A man can be
aggressive and will work out problems with boards and
officlals,. sums up “up the sent 1ments of the aggressive
lexecutives. S

o The more passive executives had fewer qualms about
having a superior jurisdictlon in the f~rm of the board.

and felt that they "use" the board in many ways.

. “Administration is lonely. . . . I'm not an ideal admin-
'1strator. . « + Idon't read books about administration.
oo 'I just grew into this Job; I feel more like a -

librarian than an administrator" were remarks made by

those who come more readily to terms with thelr boards

. and with serious compromises of professiornal standards.

This smaller group is not apt to resign under any but the

most severe conditions, if then, and has relatively weaker

internalization of many. professional norms. "Most .

modern literature is trash anyway, so I don't worry about .

‘censorship." was characteristic response from this '

minority group.

In most cases directors felt that they were not
certain what would happen if they became involved in .a
controversy -- typically, they would "feel like I was
in hot water, but not sure I would be!" It is not always
possible for directors to predict the reactlons of boards
and government officials to controversy. One director
who had suffered for years with a policy of raclal
segregation that had been enacted by his board, came to
a meeting one night and with no warning demanded that
the library be de-segregated, and found to his surprise
no opposition at all: the library was 1mmed1ate1y
,demsegregated. .

: Those with strong convictions about their profes-
sional obligations and role felt that they need to work
with full understanding of changing community conditions
and to meet the changing needs that follow, ard that
the librarian must be in a strong position to argue his
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case for adapting the library to such changes., His
strength is based on his ability to document the needs
and his ability to acquire allies on the board and else-
where in the community. With such strength he will be
able to bring the library into its prufessionally
defined role in the community.
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CHAPTER V

' SUMMARY AND CONCLUSIONS

Summary

A% the beginning of this study 1t was assumed that
stress .in the role of the library executive arlses from -
the conflict between the differential values and norms of
his. profession and those prevailing in the governmental
bureaucracy of which the library is a part. The major
professional norms define the librarian's role . ds a
promoter of his organization's educational services. :
More specifically, the administrator 1s expected to enlist
support {or programs and services which he must initlate.
-Such programs must be of a high quality and extend to as
many people in the community as possible. Special services
. to potential influentials such as business and government
leaders are urged as are vigorous and informed publiec.
relations. Freedom from censorship and from interference
' in professional management is expected. | ‘

The evidence from our analysls in the foregoing -
. chapters indicates that the library administrator operates
. under conditions that severely limit the effectiveness of
his agency and of his own role, and engender pressures -
and problems in filling- the professional role. The most
important of these conditions are the tax structure and
educational level of the community, the status or "image"
of the 1library and the librarian in the community, and:

‘the role of local government. L

. It 1s sdid in the profession that rublic libraries
truly began when public tax support was provided. Entering
their second centiury, public libraries while widely sup-
ported are still poorly supported by taxes. The amount
of local taxation is inadequate, and the effectiveness
of the assistance from state and federal tax funds is
still too recent to be firmly evaluated. While state.
and federal support is largely designed to act as "seed"
money to inspire individual communities to_increase
. 1ibrary appropriations, the burden of local propérty taxes
is so great that the results for the library are still in
question. Reliance on philanthrophy and special funds
from other sources remains necessary but 1s still too
unreliable to provide a sound fiscal basis for library

development.
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Generally speaking, as’ the level of education in-
~ creases there develops a greater need and demand for use
of the public library. However, the leve’ of education
18 still very low in many areas of the cointry with the
. consequence- that the differences among librarles seem
to become greater. Even in those more educationally ,
favored communities there is still a widespread lack of -
- any public appreciation of the special role of the . |
library in modern technological soclety and for sontinuing
education on all social levels in the terms in which the
 profession perceives this role. In brief, understanding:
of the public library 1s not crystal)ized clearly or
uniformly. - | oo »
. . The public image of the library is that it 1is
- “gocd,” with considerable reservations about its necessity.
The library is considered valuable primarily for women
" and 'children. While .patronage includes ever larger
numbers .of students and lower working class members,
present use of the library is primarily middle-class, . -
with modest-adult patronage and far greater use by women
. than men. Further, there are misgivings about some - real
. or potential dangers -- in reading generally, and in
the public diffusion of radical or immoral ideas from the -
~ library specifically. Indeed, the library often becomes
. the séapegoat-in the local community for many moral and
political issues. - LT

' gtate and local governmental regulétiOns set up

- a specific structure within which the librarian must

" operate. Governmental leaders are more  appreclative
of - .the library and of the librarian than the general
public, but the extent of this appreciation is consld-

. erably less than that required for the level of service
expected by the profession and by the library administrator.
The 1library's trustees.place the library in an even more
ambiguous position: ' the board tends to be autonomous

in its relationship with the local government although

"~ its membership is based on political appointmsnts. The

_ board is supposed to act as a buffer between the library
and .government, providing the llbrary with protection

‘and militant support, but it actually needs to be goaded
into action on any lssue by the administrator who finds

- . his trusteéees more apathetic than helpful. The adminis-

trator does turn to the board for assistance because

this is required by law, because there is nowhere else

to turn in many linstances, and because the board, in spite
of its polite indifference, is more understanding of the

. 1ibrary's problems than any other group in the community.

_ It is questionable that boards, as they are presently
constituted, can or do represent the "will of the public”
to the administrators. Further, goyernmeqt officlals,
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_ elected as well as appointed, do feel that they more.
-nearly represent the community, and are more suited to

serve as library authorities.

" The library administrator as a purely practical.
matter must develop relationships with each of these -
groups and use them to the best advantage of the library.'

‘There are few guidelines, for the patcernsof relation- .
'ships have never been clearly studied., wWhat eviderce

there is.suggests that communities with strong and pro=-:

;fessional city government will find less use for trustees,

The library administrator will feel that his trustees may
be helpful as advisers, but that by and large he can .
operate most successfully by working directly with public
authorities. However, where the -local governmental -
professionals become involved in politics, the library

nay suffer =- either because the government managers wish
to gain favor with the politicians by redicing expenditures
(the library invariably ranks low in budget priority) or
because they wish to contrcl the litrary for personsl

" power. Where the trustees wish to assert their authority
they will struggle with such officials, and the library

administrator is caught in a difficult contest for power
over the library, and must himself develop what power he

. can,

" In sum, as Parsons has pointed ont the librarian

- ‘does not enjoy a clearly defined "sphere of autonomy" -
'in which he can try to play his professional role. . The

library is isolated in the community, lacking similar

‘organizations with which it may affiliate, and it is
" found to be without natural and organized political

allies. The administrator is left with considerable
uncertainty about the degree of compromise he may make
with his professional determination of library needs as
contrasted with the public "demand" or lay. determination

: of those needs.

.That professional expectations or norms for admin-
istrators are important to librarians is shown in both
the written avowals of the literature and the interview

reports., These expectations, however, are likely at the

same time to be excessively demanding, vazue and

‘over-general in character; and often non-existent for .
8ituations that the administrator finds most problematic.

Primarily the administrator is expected to be aggressive

and to be an educator. Given the general milieu in which

he works -- community apathy, the low status of the library
stemming from a general indifference towards learning
within the framework of library functions. the legal and
financial restrictions placed on library support -- the
librarian is bound to ask how can he carry out his role

as an aggressive, educational leader?
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" His role as promoter 1s hindered at tim@s by'mémbérs
of the governmental bureaucracy and .community leaders as

.well as some patrons. Communities, it seems, want a

1ibrary administrator to be a promoter, but one of modest
demands and conventional intellectual leanings. fHe =
should have a polite intellectual bent with a sound head

for business; this is the consensus of the panel and a:

logical deduction from the prescriptive writings on -
administration. A radical or unduly innovative intel- ,
lectual. (educator) 1s out of place in American communities -
which lack an intellectual elite or general public re-
gspect for such elitism., Inncvation in the promotion of
conventional albelt wide-ranging library materials and
their proper housing fortunately is quite .within the ' .
normative acceptance of most communities. 'And it 1is here. .

that the administrator turns his attention.. ..

The profession clearly esteems those administrators

who produce new and improved buildings, increased serviées; \.

and collections. Close inspection of the quality of -
those collections and of the personal educational role
of the library administrator is not a problem.

In ahy event his professional norms and sanctions .

are of minimal help. The librarian must try to avoiqd
‘legal entanglements and at the same time promote his

organization. Where there is no threat of legal sanction

" he feels free to negotiate openly with officlals other

than trustees. Invariably the pressures from local groups,

- trustees, governmental and politlcal groups are stronger

than those of the profession, and thée administrator
accordingly takes most of his cues from local folkways.
In spite of physical isolation, the administrators' tles
with the profession are maintained through professional
meetings, correspondence, and journals. ‘While they feel

‘their first loyalty should be to the profession, public

librarians actually tend to feel stronger ties to the
local community, just as they experlence greater local
pressures. | S

Of. the few definite professional goals is the em-

phasis on the quallty of service as opposed to.the quanti-

ty of service. Althoush administrators claim to adhere

to this important goal unreservedly, they often fall
short. For although the panel protested to a man that
they were not "quantitatively" oriented as the literature
predicts, their major analyses of most library operations -
can be so characterized. o

Another kind of behavior felt by the profession to
be a shortcoming is the failure of many library admin-
1gtrators to grasp opportunities for furthering their

professional and oganizational roles because they fear




political involvement. This fear inhlibits actlon in
community affairs which could result in relationships
favorable to the librarian and his organization. This
requires a delicate balance of involvement with a more
or less constant threat of being accused of political
partisanship. . Many administrators shirk fulfillment. of"
professional goals because of their reluctance to expose
themselves to the loeal power structure 1n intimidatinp
" .8iltuations. :

Library administrators hold that their mission is
_educational, but that it requires a businesslike approach
coupied with a liking for people as well as books.. They .
- feel uneasy about colleagues who are too quiet and.
passive, especially about censorship. It is in this
- realm that much of the panel indicated a desire for
professional sanctions. They also opposed interference °
"~ in the professional management of their organizations,

. but this problem will remain difficult to control as

long as the general structure fails to allocate power
“and authority clearly. -

T Interferenoe by boards of trustees in the role

of ‘the library executive is a falirly common problem. in
library management. Roles of the administrator and the
' board are not clearly defined: the distinction between
policy and procedure is difficult to make. . Adminis- .
trators often choose to ignore boards'. suggestions or .

C rules that interfere with professional administrative

matters., They may.also successfully acquire some ;.
leverage with the board by allowing some lével of admin-
istrative or procedural regulation to be introduced by
the board in order to gain advantage with the board on. .
other matters. When boards do interfere, the administrator
is actually rather powerless to contest the .board; he .

- may resign, he way protest with success, he may submit
.and compromise his professional Judgment. The decision
depends largely on his own perception of the situation,
for.he has little guidance or support from the profession.’
Further, although there would be many opportunities for

employment if he were to resign -- the demand for admin-
"istrators far exceeds the supply -- the head librarian's
appointment is largely controlled by laymen, not the
profession. .Consequently, resigning may invite a "bad
risk” label that the profession is generally unable to ‘
mitigate, leaving the administrator without professional o
protection in this regard.

As the importance of the library grows, and the

size of funds and clientele increases, the "visibility”
of the library and attention also increases. Conse-

quently there comes about a greater degree of coriflict
over power between the administrator and his board. In
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rractice it seems that boards are becoming less powerful
and turn to the administrator for guidance; those.
communities with the more "backward" libraries have the -
stronger boards and more often compromise professional
standards.

The budget 1s the most "sensitive" area of conflict,
but the librarian does most of the work on the budget
in consultation with one or two board members and city
officials. Although the board is supposed to participate .
in preparation and planning, most librarians have more .-
initlative than their boards, and if they have strong
governmental support for their budgets,the boards are
virtually rubber stamps. As a matter of fact, many
librarians feel that the board should participate more
fully in library affairs including the preparation of
the budget.

Other characteristics of local government have
potential for conflict. The terms of aldermen last for
- only tyo years, and the rate of turnover makes it
difficult for administrators to develop useful relation-
ships with them., The aldermen are largely ignorant of
the library and use it little. 3Some see the library
only as a source of pressure, as the community forces.
them to take action concerning it, or as an asset in

K attracting new industry. Often thelr petty Jealousies

over political Jurisdictions interfere with the admin-
istrator's desires for participation in reglonal and ‘
other cooperative . programs. Furthermore, the library

must compete with other agencies for special fund drives --

bonds, tax supplements -- and its rank in such competition
with schools, roads, and hospltals 1s evidently low,

On the whole, appointed government officials are
.closer to the library than the elected officials, and
they use it more for personal materials and for special,
technical information in their work. They also seem

to have a greater general interest in the library as a .
communlty service. On the other hand, library executives
feel that thelr boards are more understanding than the
government, although they do not feel that their boards
are active enough or effective enough. Indeed they are
amblvalent, They turn to officials for support; often

- get it in spite of board apathy and feel that the boards
are nonetheless more "understanding". Boards have more
continuous relationships with the librarians and are .
legally bound to them; such ties are strong apparently.
Further, boards do ‘deal quite often with policy problems
on a broader level while government deals more often with
'such immediate “maintenance” problems as supply of mate-
rials and services. It 1is clear from the interviews,
however, that "politicking" pays of* for library executives
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and an active minority in the profession would 1like to
have boards of trustees abolished and take their ohances
with public officials. :

To strengthen their positions in the community,

'library administrators resort to several tactics, some

of which they all approve whereas othérs are more
doubtful, Special services to groups bring favor from

‘the community to the librarian, especially those to

government and business -- and. perhaps; increasinsly,
those to various "disadvantaged" groups. HNamely, while
the manifest consecquence of such changes.ls to provide
more service, the latent consequences are to increase

" favor for the library generally. This is. clearly

understood by many administrators although usually the
only deliberately exploited service is that given to

_ “business and government. Library administrators claim

to feel quite free to air library problems. although

~~they remain uncomfortable at the prospect of public con-
. troversy. 'In the face of crises, most administrators

can make use of two tactics -- they take advantage of

-opportunities to be heard publicly in defense-of the

library and they seek out powerful individuals and groups
in the community without exposure to public scrutiny. .
Many librarians are uncomfortable in attempting to- ..
influence the appointments of board members, a ta~tic

- sometimes adopted in an effort to strengthen library

pregrams, Desplte thelr uneasiness many often use this

‘power. Even aggressive librarians are reluctant to use

the library itself as a weapon by reducing services in .
order to get more support., This is felt to be "dangerous"
tactics likely to alienate the community. e dsvice appro-
priate only in emergencies.

h Generally speaking, while the profession is held -
to be more important than local expectations as a source

.for the definition. of library goals, loyalty to the

profession ‘ranks second in importance to loyalty to the .

. "community. This can be summed up by saying that while
- policies of the public libraries fall increasingly in

line with national professional goals, the means of

" inplementing them, their timing, and compromises with
,them are determined by local sentiment.

" The public's attitude toward the 1library is mixed -
1t 1s seen as a recreational and an educational organization
with growing emphasis on the educational dimension.

~Despite increasing patronage by students, minority groups,

and the lower-classes, the puhlic library remains and is

expected to remain a middle-class institution. The
patterns of programs and use for this group have not
formed distinctly. That 1s, the demand for nmaterials

by patrons is still more important than the speclal
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programs or services planned by the librarian. In this . =~ '
sense, the presumably dynamic and agsgressive nature of- - .
.the library is subordinated to public-definition of
1library service. This does not mean, however, that the
library is condemned to a strictly passive role., The
successful libraries are those in which librarians have
selected materials -judiciously from the great variety,
avallable in anticipation of demand and then who have ,
created a congenial atmosphere and general awareness of = -
‘the library’'s services. The "failure" of the library as

a dynamic, aggressive orsanization is due elther to '

(1) the lack of adequate funds and staff to provide. -

special services to bring more patronage or (2) to the
undeveloped acceptance of the 1library's role in education- oo
information as a. highly structured and active agency. ‘ R
The members of thé library public apparéntly feel more | 3
comfortable in dealing with the library on an individual
basis with the initiation of reading activity coming =

. from the reader, not from the library, and with service

B ~ generally provided on an individual rather than a group

5 . The size of the largely middle-class library cli- |
1 ‘ entele is small and has somewhat unsophisticated ideas of
E‘ . library service, but it is vocal and disproportionately
R powerful in the community. It is able to insure a =
- ... minimal level of service and provides a basis for growth
- by use of the library and by agltation for governmental
support. Such political support remains invariably

non-partisan and is relatively unorgenized. Farticular

groups organize in order to elicit votes for library
‘ ‘bonds. or special taxes and disband when the objectives
. : ‘are reached. The exceptions to-thls are the trustees

and those libraries who have Friends of the Library

F 3 groups on a permenent basis. Cther civic groups provide
;- " a kind of backstop of .library support, but they include-
x . the library along with many other activities, Accord-

- ingly, their interest must be reactivated as-any special’
E need arises. Direct opposition to the library is rare;:
F apathy is the major enemy. However, among the most -
j .. influential patrons is the professional, technical,
6.

and managérial class, a group of growing importance in
- American society. Considerable strengthening of the: .
~ - public 1library support comes from this articulate part
2 . of thé middle-class and it i1s held that the future of
: the public library will be considerably brighter due to
increased appreciation of library services by this segment
of society. ‘ ‘ ‘ . ‘ -

LR et o it in atui g o 20 o

. Library administrators say that they are generally
gsatisfied with their role. Uhile the frustrations are’

many, they are not as important as the satisféct;on.dgfivéd
. from their work.i There are, however, two major sources
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of dissatisfaction. While relatively well-paid in com- .
parison with other officlals, administrators do not. feel
that. they are accorded the esteem that their work and .
ability deserve, Further, as we have indicated, a gencral

 lack of support and interest from trustees, the
. - government, and much of the community at large 1ls a

source of great discouragement.

Library executives learn to play their roles thfough
education, pre-administration experience and observation,
and as administrators. The latter i1s most -important

. because the norms presented in professional education are

vague, the work and relationships of the administrator

" are not gernierally visible and have not been clearly

presented to him as a student or a worker, and because
there are many variations from one community to another

.~ in legal, social, financial, and other obligatlons.
" 'Phe interpersonal tasks are more important than the

technical ones, .and most of the important soclal rela-

i . tionships are with lay persons outside the library staff.
. The lack of tralning for administration -~ for both 1lts
- social and technical tasks -- is a handicap in developing

‘the kind of administrative strength that 1s desired. A

_ further handicap arises.because of administrators' un-.
- certainty regarding sanctions or specific operational
. . guldes for administration, and most administrators feel
. that there should be some. : .

Library édministfation is a public profession, with

' 'a contractual agreement between trustees, local government,

and the library executive himself. This makes for a
bureaucratic orientation on the part of the administrator,

“who is also a member of an independent and "private”

profession whose patrons are in the main private persons.
‘This marginal nature of library administration -- belng
both a bureaucratic and a "private" profession -- -
constitutes another dimension of "status dilemma”. One

- 'enjoys high status in his profession because he is an
- administrator,. yet his position in the bureaucracy of
" government is relatively low. He 1is supposed to be a

leader, but often he can lead only his own staff. ‘He
must adopt a neutral stance in the community on many
library-oriented issues and consequently in his relations
with his trustees and the government as well. Actually,

. the library administrator has both a "passive" or

"neutral® and an "aggressive" set of norms. from the

" 1ibrary profession to rationalize his decisions. The

central -problems arise in relating to trustees and
government as neutrgl or active. '

The administrator is uncertain about dévelopins

"or using power. He might circumvent the trustees and

appeal directly to the government or to the community
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"groups which might support him, but then he may invite
trustee hestility or find that the community groups are
.poorly organized or apathetic., The gsex of the library
administrator may be of cruclal 1mportance in any power
strategy. Librarianship is predomirantly a female
occupation dominated by men in positions as administrative
librarians, trustees and in government. The male
administrator has closer informal relatlionships with
other officials than do women, but he is still clearly
differentiated from them by hls professional affillation
which 1s essentially "feminine® in nature. He may have
rather weak ties, then, with Lcth his female subordinates
and with male superordinates. Female administrators may
have stronger ties with the female staff, however, and
find themselves not as welcome with male superordinates
as are thelr male counterparts. They consequently turn.
more to. managerial tasks and internal relationships in

. thelr organization.

Because library administration 1s a profession’ in
which other persons are the most direct beneficieries,
and whose material rewards in terms of income, prestige,
and approval of others are comparatively low, the moti-
vation of administrators must be in terms of service,
achievemenc, and collectivity (professional) obligation.
Yet, notwithstanding the many advances desired, most
administrators are satisfied with thelr work and con-

" fident about the future of the profession.

Conclusion

On the basis of our findings and summary several
salient conclusions may be drawn. They are in many ways
tentative, as the variables are subject to change as our
knowledge of the topic is advanced. :

The range of permissible behavior for 1ibrary admin-
istrators 1s quite considerable. This is due in large
part to the lack of strong professional negative sanctions
and to the pre-eminence of local sanctions which vary
widely in their permissiveness. The profession is only
modestly self-regulating and the administrator functions
gquite independentlv of his profession., He has, of
cours2, internalized many of the norms of the profession
and 1s subject to peer. -surveillance, . Both of these.
factors. however, are loosely and 1nforma11y structured,
and many of these relationships are vague and lacking
in normative definition. ~ .

Indeed, the norms attributed to the. profes<ion are
 characteristic of many, groups and do not distinguish
11brar1ans or library administrators with any. great

¥
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exactness. Consequently, the llbrary administrator may
be described as striving to achleve identity and power
through bargaining with officials and others and reliance-
on general norms and attitudes characteristic of govern-
ment and business, and educatlon.

. The scope of the administrator's expertise 1is’
broader than that of his position and role, He has a
superior seneral education, relative to other meubers
of his community, and he 15 capable of serving both as
a general educator in many areas of community life to
which he has little access and as an information : o
gpecialist for the many particular social and occupational .
groups in his community. : ' ' :
The sex of the library executive has played att
important part 1n nearly all aspects of his role. In
general, this means that female administrators are hand -
" jcapped far more than men in 1nitiating.and maintaining
fruitful relationshlps with the predominantly male

o government st¥ucture of which the library is a part.

.As more men enter the profession and follow the expected
-path of rapid promotion to executive positions, both the
position of ‘the library in the ¢ommunity and the role of

. the 1library executive may be made easler, ‘as it becomes
more widely accepted in soclety that the profession, 1n
its executive posts, at least,; 1s more male than female.

At the same time, some greater progress may be eipected
toward the acceptance of women as professionals, experts, .
.and executives in public life. Women library executives
may then enjoy more equitable status and power in governing

their organizations.

_ . The library administrator cannot be as creative an
executive in all the respects and to the degree that the
literature implies, .He is, however, extremely capable
of ihitiating programs and policies in the community and
in rnitiating‘relationships‘that will facilitate theilr
Anstrumentation, chiefly through budgetary improvements.
'He undergoes a great deal of stress in such cases, and he
must struggle with 1ittle guidance or support from his
‘profession. He 1s moving into the political arena with
~ some trepidation, as well he might, in questioning the
status quo of library government. . S

, “The limited and unclear “spheré‘of.aﬁtbnomj” and
the rather wide range of behavior permissible.for library

¥

executives constitute two major problems for the pro-
fession,. the organization, and the administrator who would
_ be successfully creative in-his role. Both problems

will come nearer .solution as the library increases in
_importance and as a new generatlion of presumably more

)
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aggressive librarians emerges and asserts its authority.
In both instances, power plays a cruclal functions -
power accrues to the library as its technical resources
and services improve and the demand for them grows, and
as the librarian emerges as the primary authority for
control of the organization due to his expertise and his
abllity to take advantage of the acquisition.of power.

- Where the administrator fails in this latter effort the
‘power will pass to other organizations.

This is beooming dramatically clearer with the
development of relevant technologlcal advances in the
production, processing, and retrieval of information.

If the library and the librarian are clearly assoclated .
with this new technology their power and influence promises
to thrive. If they fail td exploit che techrological
advances, other organizations will fill their roles and
acquire the power and influence allied with them. In

~any such dynamic situations the organization membership,
especially its administrators, 1s confronted with the

need to develop thelr own standards for exploiting the

. changes in technology and services of the organization.

‘Important changes lie in the area of soclal rela-
tionships. The social dimension of the library executive's
role is presently more important than the performance of

~ his technical tasks, while the extended social relatlion-

. ships that can be expected as an outgrowth of new '
technology will assuredly increase the interpersonal

f‘dimension of his role.

It is inoumbent on the profession through 1t
educational preparation and its associations to develop .
useful norms for the administrator and his staff in order
to avold the excesses of stress that play an undue part
in the executive role and to simultaneously enhance the :

implementation of the organization's goals.

. Until such norms are profession-wilde, the ir~ividual

_administrator will be left largely to nis own devices..

His ingenuity in conceiving and enacting appropriate.

. roles and norms provide a partial solution for his own
problems, for better or for worse, and at the same time
function as a bagis for communicating with colleagues
in the development of standards for the entire profession,
The fundamental problems of public librarianship are
highlighted in libraries whose executlives are most creative. .
Analysis of these problems and of the workable norms '
and procedures developed by the more imaginative and
sooially skillful executives serve to increase our under-
standing of the professional employed in a bureaucracy,
of interbureaucratic relationships, and of leadership.

All are factors of paramount importance in generating

,superior publio library administrators.
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APPENDIX

INTERVIEW SCEEDULE

Backgrouﬁd and Career

I, Age range 30-39 bo-49 - 50-59

. .___ over 60 - ‘ .

2. lMale - Female .

3. Warital status Single - Married
Separated ' : -

4, Ejucation: Degrees and Institutions :
. 5. How many years have you been in this position? ,

6. Have you been a chief librarian in any other library?
7. If so, where? .
. 8., Are you a native of this community?

9. Do you feel that this helps or hinders your adminis-
trative duties? -

. 10, If you had it to do over again, would you choose

a different job? Was 1ibrarianship your first
choice as a career?
1l. What are the basic sources of dissatisfaction in
your Jjob: . :
the demands of the job
yourself
. the authorities over you
the community
the profession
: other (indicate) '
12, What are the major satisfactions in your Job?
- 13. Do you expect to remain an administrator or to turn
to some other kind of position°

Attitude towaru his Position and Work

T4, What of your activities are most important?

15. What of your activities are most time-consuming? .

16. How do you think you rank  in prestige with other-
administrators in the community? : o

17. What organization in this community is most like:

. the library? Least like the library?
18, = What would you tell a person who was trying to decide
. whether to take an administrative position?

19, What makes a "good" library administrator?

20, What kinds of things do library administrators do
that you consider incompetent or unprofessional?
What " should be done to them?

21. What the public thinks about 1ibrarians can be
important. What negative traits do you find locally.
attributed to librarians? What positive tralts?
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22. Do you find that the public imasze of the librarian
interferes with your administration of the library?
23, Wow do you think that the predominance of women in
librarianship affects the administration of the
~library? Is-it easler to get salary increaseﬂ for
men than women?
Is authority in book selection more accegtable if
carried on by a man rather than by a woman?
- Can women "wheel and deal” as readily as men? Does |
it make a difference in public library administratiocn?
Do men tend to censor books more than women?

Relations with the Community

2. What sort of contact do you have with patrons?

Problematic? Frequent? Frustratingly “distant??u
Do you get any pressure from patrons throuﬁh :
the board or local government? .

25. Vhat kind of people use your library?.

Do you think that 1ower-class patronage may become
.dominant? ‘ :

26, What activities in your work does the publio approve

most? Approve least? Understand least?
27. Does the public see the library primarily as an.
- educational agency?

28, UWho are the library's friends, if any?

Who are the library's.opponents?

29. Other than trustees and government officials, what -
- individuals or groups in your community have a
voice 1in setting policy for procedure for the library?(
" Labor unions?, tax payer assocliations?, P.T.A." '

30, What do you think would happen 1f the library

closed?

31.  YWhen you run into problems with officials or with

. the board do you feel free to talk and write about

. -1t locally? '

32, Do you write. in professional Journalo about such
‘Problems? :

33.  Would anyone locally be 1ikely to know about this

if you 4id?

" 34, Do you think that a librarian in your position ‘should

- gpeak out when he feels that certain policies are
rot Just?

' - 35. Are you encouraged or permitted to actively seeP

support for funds by adiressing local groups such .
-~ as service clubs, union locals, etc.? o

36.. iWhat community activities are you expscted to Join?

37. Are you called on to participate in- p1annin¢ for
‘ education in the community?

Relations with the Frofession

38, . How would you rank these items in their imnortanoe

to you as an administrator?
Professional meetings . dtate - Reglonal
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39.
LI’O.
b1,

Differinz Frofessional and Local Ixpectations

" 1ibrariens about problems in your Jjob?

National

Frofessinnal journals - 3tate

Resional wational- '
Professional subordinate staff
Librarians you know in similar poslitions

~ lfone of these are very helpful : |

That 1s the most important help you pet from the I

profession in your Jjob? . «

Do you have any resular communicatlon with other

G ———
SRR——

Do you feel a stronser attachment to librérianship!‘ - 1
in general or to public librarianship or to any other . c
division of the profession? ' .

43,
e

4D

46,
W7,

48,

9.

51,

52,
53.
51"0

56,

"Are you also engaged in consulting, researcn,
- or aid you in your Jjob?

‘Do you think that librarians should be active

. members of your board?

" . library rarely. Does- your board encourage the use
5 . of the library by these people?
55.

. very much? For what purposes?

- building up your collecticn and extending services?

Do you feel stronger loyalties to the profession or
to your local community? :

Are these groups essentially in conflict with each
other? _

How do you feel about affilliating with other
libraries or library systems? o

How do the.local officials feel about thls?

3 AT VR I L DY RS T’

teaching or simlilar activites?

Do you think that these activities interfere with

Do local officials expect you to engzage in suchj
professional activities? '

professionally in working on community problems

or in research with other professional people?

What are the major functions of the trustee in. your
library? ' - ‘ ,
Do they pass on acquisitions? On the employment of
staff? -On discharge of staff? S
Do you. have ahy voice in nominating or selecting

Do you have difficulty in defining the Jurisdiction
of -the library? , : . o
For instance, do the trustees and government
officials accept the professional staff as author-
ities on library matters? ~

Does your board or the local government expect you .
to do :things you consider unprofessional? :

Do they leave it up to you to determine what the
public wants or do they have their own views on that?
In many communities working-class people use the

Do local officlials and trustees use the library

Are the local government officials more impressed with
‘statistics .on circulation and reference or with |
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57.

53,
59,
6o,

61.
€2,

63.

6.

65.

66.
6?.

68,

69.
70.

ilhen you expect to have a problem in #ett*ns a
budget accepted do you try to get some support from
some of the members of the hoard or other officials
before presenting the budget formally?

.What do you do when salary raises, for instance,

are contested by some members? Ileave it up to the .
board without getting much involved? Act sas
mediator to get a compromise? What are _your
arsuments? ’

Can you get what you want or need by goings throuvh

channels -~ or do you try various "angles"?

Do you have to compete with local schools for money
and materials?

There has been a great deal said about siving library

. service to groups as well as to individuals. How

do you feel about this? What kinds of groups do
you serve?

Do you provide special services. to’ any looal
business or industrial firms? If so, do you get
extra fees for this? Do you prepare confidential
reports for these firms? How do you think that
this. service affects the library?

Do you or any of your staff .participate in any
research or educational projects with other pro- -
fessional people who are not librarians? :

Do you think that librarians should have social

- friends among city officials? Among other pro-

fesslonal people in the community? = .
A few years ago the 3rooklyn. Public Library was

‘having serious budget problems. It reduced its
~Public service drastically, demonstrating what must

happen if it didn't receive more financial support.
Community reaction was quite strong and the library

"was .gilven more money.

What do you think about this kind of action on the f

.part of the librarian?

Which group is more important in renllv setting
guidelines or standards for your Iibrary policies
and prooedures -- the profession or the local
officials? . '

Who in the commun1ty seems to understand your prob-
lems best? Trustees or government officials?. |
Can boards be effective in representing the 1ibrary?
Are they?

What are the most pressing problems of librarians

in the medlum-sized public library?

How well do you feel that you contend with these .
probléms -- in the United States and in North Carolina?

-Let us suppose that your library were not providing

racially integrated service and you spoke out either
for or against this policy -- what do you think

' would happen to you?
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In sum, how do you feel about being motivated. to be
active and agsressive anticlpatiniy and planning for
library needs and yet supposedly closely governed
by your board?
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