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SUMMARY OF KEY RECOMMENDATIONS

O0f the numerous recommendations scattered throughout this repert and enumer-
ated in The final chapter, the Study Team identifies the following key recommenda-
tions as being of special importance. The numbers in parentheses refer to the
list of recomendations in Chapter XII. The Study Team recomends that:

(1) The management stqu of the Libraries/AVC should
-become more formal»in that plans, policies, responsibilities and performance
goels are deveISped, documented and reviewed on a regular basis;
=become better informed in that greater emphasis is placed on camnunica.tion
el ma.nagement information, especially data on the needs and behavior of
users and potential users.
-become more particige.tive in sharing, vwhere possible, imlvement in pla.nning
and decision-making.

7

(2) The following statement of Mission and Implmentation should be adopted a8 .
& basis for the development of the Libra.riea/AVC.

MISSION \

The mission of Pu.rdue University Libreries/AVC is to meet the informational
requiremex;ts of the total University commnity,

N mnmmnow

i. To assess the informational requirements of the University coumunity’ on &
continuing basis by formal .and informal interaction with all other elements
of the University community. - !

ii. To select from avallable 1nformation thet portion most applica.ble to the
requirements of the University community,

~ 1ii. To acquire, organize and arrange these informational i'esources in a manner and
in e physical setting most conducive to their use.

<

ive To interpret and publicize these resources through informational and educative
services in order to increase the benefits of the Libraries/AVC to all members
of the University community. N

v. To make available, interpret ‘and publicize an additional range of informational
resources end services by active collaboration with other institutions through
interlibrary loan, information networks, and other cooperative arra.ngements.

vi. To study the operations and services provided by the Libra.rlea/AVC to assure
effective use of avallable resources.,

vii. To present and interpret to the funders the fisca.l and other needs of the
¢ __ Libraries/AvVC.

To provide an enviromment in which to develop and maintain a capable staff.

L}
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ix. To anticipate and plan for future developments in idfbrmatioha.l needs .and
services which are likely to affect the University community.

Note: " In addition the Study Team.considered the possibility of the Libraries/AVC A
i becoming more involved in the whole spectrum of producing and‘using
recorded information. Theré was not agreement on this point, but a.
minority opinion is that the Librapies/AVC should Le more involved in
identifyifig inadequacies in-the sources of  infermation and be more
active in producing, testing and reviewing recorded information, °

(3) The Libraries/Avc should structure its org&niza‘bion along more functional
lines. A study should be made to détermine priorities and locations where
regrouping of.related and/or similar functions cen be achieved, including R
the Audio-VYisual Center. . .

(13) A new classification of employment, between clericel/service end professional

. in terms of salary, benefits and responsibilities should be ésteblished.” This
-new classification would consist of several strata of "para-professionals™ who
perform highly skilled, technical aqd/or semi-professionhl functions and should
include the OAA and TAA cla.ssifications. '

4y A Planning Office should be formally established under the supervision of the
Associate Director bringing together the functions of planning, budgeting,
ma.nagement informa.tion, personne], syatems and research.

(6) A thorough review should be made of the Readers Division organization with a

~ view to further consolidation leading to eight school librarians reporting to
the Aasistant Director, who in addition would be gliven adequste adninigtrative
assistance, :

(8) The sta,fﬂ at all levels should be j.mrolved in committee work. -
(27) Committee for Staff Concerns. :
{a) There is a need for a staff concerns comittee to examine matters of
supervision, personnel policies, staff development, amd working con-
ditions. ‘
(b) The Study Team would see the committee as reporting to the Director and
also acting in an advisory capacity -in personnel ma.tters.
&e) This conmittee shéuld be broadly based. - - S~
It- is suggested that we start with an elected interim committee with
“two functions: .
1. Devise a suitsble pemnent com1ttee(s) based in part upon’ the

fifidings of thesstudy. ‘
2, ‘Handle such urgent assigmments a8 are- referred to 1t, e

(53) There should be a program for preparing, discussing, reco,rding, didtributing,
publicizing and reviewing policies. The pelicies should be examined on an
annual basis to ensure that they reflect the range and type of services the
Libraries/AVC should be providing, _ =

(105) The Study Team identifies the quality of supervision as a matter of major
- importance. We recommendthat the design and implementaiion of suitable
programs for the various groups, of staff be given a high priority. and fur-
ther that these programs be tailored to specific Libraries/AVC needs. After
the initial pilot stages are completed, successful completion of the appro=- T
priate course should be expected of all staff, both professiona.l and clerical,
whoyve any supervisory duties whatsoevers o

——_—




- o T - 000003

(17) Tn order to ensure coordination of academic programs with library needs,
communication between the Librariea/AVC and all scademic departments should
be improved. .
. - LN ’
~(37)- The Study Eieam believes tha.t moving toward :the broad use or% performance goals
’ ‘W1ll make & significant contribution to more effective Libra.ries/AVG operations,
The Study Team is conscious that there mey be sigmificant problems in the .
implmdntation of. per;o{rma.nce goals in the Librariesﬁwc ?em';tonment. ‘Never=
theless, the study team recommends that the use of pegforma.nce goals be tried
" in one or more parts of the Libraries,/AVC system on an experimental basis.
(36) Infomation concerning the cost-effectiveness of various .alternatives in
) staffing, materials, purchasing, services,, etc., éhould be mede readily
available. Major study is indicated here, ,

( 58) A major finding of the study is ﬂhat there are serious communicatien problems,
: The- Study Team recommends that greater emphasis be placed on communications in

s dealing with all .aspects of management and service. Greater attention should
be paid to the need for multiple channels of communication dnd to the need to
check occasionally on the effectiveness of these channels, eapecially with -
regard to unconventional services. .-’ RS

(1) The salaries of clerical and’ service staff should be raised and mainta.ined
in order that the Braoket Index be in line with the msiness Procedures ‘Manual, -
' A
{1 Contimuing attention be given to dlscrimme.tion which is a contentious and
. important. topic. Statistical data is difficult to handle and can be mig-
leading. It is clear that at the preaent time there are a number of unbe.lagxces-
?a; Minority groups are'under-represented throughout;
b) Senior posts, higher professorial ranks and service classifications
have proportionately more men than women;
(c) Clerical "and typing classifications have proportionately more ‘women
* than men,\
The Study Team recommends that the Libraries/AVC give high priority to
achieving a more balanced distribution in the future.

o«

(91) Greeterettention should be given to staff development, both by encouraging

self-improvement and by providing assistance as appropriate, Not only does

the Libraries/AVC employ over 200 staff, but these staff account for most

of the Libraries/AVC budget and the quelity of our services depends very . .

directly on the skills and efffectiveness of our staff., A staff development

function should be defined and responsibility assigned, with a specific

charge to:

(a) expand the development of the individual staff member through increased
awareness and utilization of avallable programs and benefits, and

(v) prepa.ring and adminiscering new programs in on-the-job training.

(110) The need cof the Libraries/AVC for Research and Development should continue
to be recognized and supported by the Libraries/AVC administration.

el .
EKC Professional salaries should be examined and compared with other University
s Salaries, Improvements should be made where cglled for.
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(11%) The Study Team draws attention to the fact that most.]of,the recommendations ‘
above are concerned with the manner in which the Libraries/AVC is managed”
and -requests that, in cases where Irmediate implementation does not seem
feasible, the factors which lead to the recommendatdon will be borne in B
mind in the development of the Libraries/AVC. ‘

: e ™
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‘1t is importdnt to stress that the internal management review and analysis
which has resulted in this report has been a study with a difference. The staff-
ing of the study and the manner in which it has been conducted have been urlisual.

{ This is relevant both to the understanding of the report and alsc to the appre=-
ciation of the recommendations.

To a degree which is probably" unprecedented this managemefit reviev and
analysis is a study by the staff of the Libraries and Audio-Visual Center. Not

_ only were the Study Team and the eight Task Forées drawn from all levels of th;
Libraries and Audio-Visual Center staff, but.a systematic effort has been sus-
tained through enquiries, draft reports and open meetings to involve all staff
in the process of identifying problems, analyzing situations and developing and
discussing various recommendations,

h The ccntents of this report and its recommendations are not likely

. cause much surprise, This fact reflects the Study Team's poli.y of imvolving

the staff in this attempt to improve the orga.nization in which:we work and the
service which it provides,

A speciul a.cknowledg’zinent is due to Mr, Duane E. Webster, Director of the
~— ' Office oY University Library Manngement Studies of the Headquarters of the
s Association for Research Libraries. 'Mr, Webster was not -only responsible for
the design and development of the Menagement Review and Analysis Program upon
which this study wes based but provided encouragement throughout.. The support .
of Mr. Webster's work by, the Association for Research Libraries and by the

Council op Library Resources also gratefully appreciated by the Study Team,
b
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This chapter reviews the edicational end organizational environ- -
ment of the Libraries and Audio-Visual Center &nd the trends which the.
study team regards as iikely to afflect this enviromment.

Finally the
strategy adopted by the study team for this internal menagement self-
study in this emtogqent is described,

[
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* A 8 HER EDUCATION BRI
. . b )
The' university envir01ment of: the 1970's is characterized by change. “here
are changes in the courses that are being taught, in the manner in which they are-
taught, and the faculty’ that is teaching them. The university administration, due
to budget and other conuidcrétions is revising its organ1zat1pn and.procedures.éf/—n_. .
B |

in the paragraphs beloy w2 will dutline sone of the 51gnif1cant trends whic
have becn sugg gsted by staff members and by supplementary reading. .
- ﬁ ’ )
K UNLIVER Si@YfAND SCCILETY _— ' v
N v ; (
- University philosopiies and objectives are being revised to relate the : N
university more closely ard more cffectively to soclety as a whole.* Since there
is a greatsdeal of confMet” ¥n opinion on where the emphasis should be, the uni-
versity is asking for &nd rcgelvxng input ‘from students, faculty, parents, alumnl,
‘and other citizena. -~ ' P ‘ . .
The fceling is thet foﬁ sécondary cducation should be available to anyone who
wants it, including tiec educitionally dis dvantaged the aged, the physically handi-
s cw:pgd, shut—lns people in prisons and institutions,’ the people inothe armed
© gerviced, etc. One proposal of the State Commission for Higher Education

())ﬁ‘ﬁ that\fnrfuo University establish a tenth college, such aa a ‘School of

General Stwdies, as a "commnity college” for all the people in’ itsﬂregion.

This colloge aight ofrer progru-s in cooperation uith Ivy: Tech. N . o g
ry hd
- ~ - . o .

The changes in technolory ave requiring pecople to "retool" themselves every' ' o
few years. This training moy not be formal degree programs or clasawork out may

involve cbrrespondence c¢woo:n, workshopg, minicourses on campus, TV courses,

continuing educatiou, ecte.. . - .
R * Another type of studant is the person who wishes to chanee careers. Lither -~ -
economic considerations or job dissatis(nction may prompt thic. .
Worian may deci e to ¢ plete collene edhication or vocaticnal education aftéh ;
children are in Bchool. Tne ccuv-t2s for students sceking new careers may be giten -

in the "bpen vuiverzily" frenework, given at regionzl campuses, or given on the
‘central campus. If acdultr take courses on cempus,.there may be more evening courses
and classes all day on Scturday, which may result in greater utilization of existing .
chh]iiies " . : i :
Cne questwon is vhether the unlver51ty should educate the generalist or the
spaecialigt. TFor examnle, should a pcraon be trained a§ an aircraft engineer or as
an engineor to work on the rlght Rolox of an L- 1011 turbine engine?
I TR -
Traditionally onc measurz of an effective degree program has been whether or
not the graduates could find geozd jobs. This requirement has become blurred in the
Job market during the mast {lwo years. Hovever, there is public concern and {consid-
erable detate about whcther the universitics should continue to grant degrees"in

_ - certain’ overcrowded fields, such as’ law, education, gnd
library. science. A recent issue of BUSINESS WEEK, Séptember 23, 1972 (2), compares
~  the job market in the 1970'5 an¢ the 1980's. The article also mentions that many

ﬂ*ca"ates a]ready are crpluyed in jobs which are below their abilities. This is
[:R\!:ng severe omot’ona] reactions to erducation’ end to work.
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- AN
L METHYDS FOR INSTRUCTION o N
There i3 a trend toward dlhulnnization of many in e :nchina-orientod age. | —

How will this conflict with the view of THE FOURTH REVOLUTIO ¥ that machine
-1assisted instruction is the trend of the future? People mnguutioning the need
for computer data banks for tax and credit information. They consider these as -
invasions of privacy How will these ideas affect the acceptance of progf&mmed
‘instruction on & mass Scaje?’ Some people have an emotional’reaction to education.
They want & human teacher whom they can see and ask questions of. They may not want
to talk to a comphter. Y, p :
. . L
. Th universities are gearing the courses to the students. This includes allow-
thé student to work at his own speed by the increased use of the minicourse and
other’ methods of individualized instruction. . The universitiés may break. awgy from

‘the traditional quarter or- semester system. In the Tuture students may start mini-

courses at any time duriﬁé the year and complete them only when they-have accumulated
enough points to receive credit. This trend may indicate that the dﬁiversities may
be operating 24 hours a dey, 7 days a week, 52 weeks a year.

Students may take even more courses on a pass-fail basis. .Only tHose turricula,
such a8 medicine -or pharmacy, which reguire-a grade point average for a license or
“certificate would require grades. - One other idea is that a student would be permitted
to 'repeat & ‘course until he passed it. As a practical .consjderation, -however, both
the student and the administratipn might give up after two or three repeats on one
ccurse. The emphasis is learning for "mastery" of the subjecﬁ rather than for a
specific grade. . . R i

The revisions in the curriculum are toward more inﬁérdisciplinary programs.
The overlap of interests in the various departments in.the Schools of Engineering and
. School of Science, for example, is intensified as they create more and more inter-

disciplinary,programs

One trend in the experimental university programs or university without walls
is to give credit for experience in place of teking a course in a formal manner. A
recent article in SATURDAY REVIEW (4) mentions giving eight hours credit in sociology
to a person who was born and reared in a gheéto. These and similar programs are
discussed in the above and a companion article. .(5), Perhaps universities will
increase the scope of their work sthdy programs. A . .
) In view of the rise of l@isure time, there may be increased use of education
tor recreational purposes. In this ares, the university is- competing with the
public schools, with the parks department, or with the local museum which“offer
' courses in bridge, boat building and besket weaving. "

SPECIAL FRCGRAMS
Kiad .
There is a question of how curricula should incorporate areas such as the role
of women in society, the black studies programs, and the entire range of religious

" and ethnic groups. A continuous problem is that, for exfmple, all Chicanos cannot .

agree on what constitutes a "relevant" university program; por cen all wyomen agree
on s relevant program. Wwill these speclal programs contimue to be separate areas,

o¥. vill Mbc imgorporated into the regular curricula?
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. The new -phuis in teach:lng is the mdividulization or peuonalintion of ¢ .
~’{ngtruction., This may require the use of ecassettes, tapeu, films, games, etc, in -
addition to books, laboratory potebooks, slide rules and microscopes, Through the °
use of the audio-tutorul method, for exmple. the professor may talk to each student
.. in his class individually ¥y means of his voice on the tape recorder. The Cottingham -
’report (6) meltl procedures for adniniatering these m 1nntructional methods, T,

THE l"OURTH REVOLUTION, a theoretical study Pprepared by the Cu'neg:le Ceniui.on ..
on Higher Education, forecasts that: new mtmtioul methods and use.of the :
machines will doudble, triple, ntg. in'the next 10 years, The authors swggest the
creation of 7 regional centers around the nation to prepare the nevw igstructional .
programs. . The profeuor will-require a staff of media specialists, program instruc-
tion mcimstl, TV specialists, etc, This will cregte many, new auxiliary profession-
al :¢b- at the university, The fessor himself ‘will have-to be trained in the new .
instructional methods. THE FOURTH REVOLUTION prgposes that those persons who teach
in the colleges and universities should have the Doctor of Arts degree viaile those
who conduct research have the Doctor of Philosophy dagree, Thno}ibru'y will become:
the lnarnim rescurce center,

any instructors are discarding the textbook and requlrlng/encouraglng the
students to perform 1ndepend°ﬁt study. In at least one college in Jllinois, the

" students in a sc;ence class were required to purchase a cessette player instead of
a ‘textbook. If this trend continues, the publishers and bookstores may\ no longer
have the guaranteed sales from textbooks and, other required materlals P

UnL of the more ,ignifioanv chﬁngev in the university is that there 18 increased
interest on the part of the university admlnlstratlon and deans to improve the -’”--
quality of teaching and to equate teaching in status to research. In the past the
faculty members found that th. festest way Lo.advance in salary and status was through
performing research and publishing the results of that. renearch Faculty and
teaching assisctants are oecoming.auare of what, constltuﬁes "good" teaching and they ,)'
are interested in improving their teachirfy "kills . ‘wr/g

. A problem is thz legal :molicatlon> of poor'fducatlonal practices. 1In the’ , ;
public schools perents may "have the right to sue. the school administration if their
children do not learn-to read, or write, or comphte.’ This is mentioned in the
article "See You in Court?" in SATURDAY REVIEW of" Uctobar 14, 1972 {T)s 1Is this a

trend that could carry over into the public colleges and’ un1versities°
A

. In recent yefirs at numeroun un1vers;t1es budgct cbnstralnts have reauced the “ ot
number of faculty pocitlons The decline in the job merket in industry and education ~
has meant- that more’ ‘people are staying at the university for post-doctoral programs »

, to put a further strain on the number of jobs available.

.The entire quution of the puting of tenure is one which must be resolved, .
The: purpoae of temure 1is to allow facuity members the academic freedom to speak N
without fear of losing their jobs, However, the university must hpid opon 8.coT=
tain percentage of Jobs to pment -tagnat:lon.

" There is = nqv c.phaais on e‘l.ininating biases on sex, race, etc. in hiring a.nd _
promotion., . , o -

. ' There 1s an increusse in faculty status for nbra.rio.ns, as nn-a.rized in a book
vhich is a joint statement of the American Library Association snd the Association
[ CColhge and Research Libraries (8), Another area is the conflict of opinion on :
K her or not the fidld of library science is a prz:auion. These affect the rela-
1 R //v

m of librarisns to the rest of the univers P e -



UNIVERSITY ORGANIZATION AND MANAGEMERT

In order to make the best possible use of funds and people that are available,
the university is reconsidering the way in which they are organized and managed. ~
One trend is to revise the strustmre of the university administration, create
nev posts, eliminate others, revise committees, etc, Part of this program is an
increased use of business methods in the operation of the university, Thie is seen
in such areas as Jgb evaluation, cost benefit a.nn.'l:lis, a.ccountability of research

progrems, ete,

~

, At the same time the universities are attempting to mak: more efficient
uitilization of their faculties and staffs. In some cases this has resulted in larger

‘classes, faculty members teaching rather than using teaching assistants, and other

such measures. In some states, such as Michigan, the legislature or state commission
on higher education has established recuirements that each faculty member must -
teach or counsel students a specified number of hours per week ( ' p ‘

A recent trend in the public schools has been the rise of the teachers' unions
to challenge the strength of the National Education Association. This is seen in.
the universities where state laws permit the formation.of faculty and staff unions.
A related question may be if the American Library Association and similar profess-
ional groups represent current library interests. - .

The expectation ig that the funds may not increase to meet rising operating
costs. There are smaller budgets allocat.d by state legislatures and pressure from
parenta and students to limit increases in tuition. Some of the new instructional
programs may require smaller classes, special teaching methods, -more tutoring, more
multi-media material, etc. There may be increased use of computer assisted 1nstruc- »
tion which may affect the computer time that is avallable. o) :

NEW FACILITIES +
Although funds currently seem tight for qew construction, any plans for build-
ings may . have to consider such features as easy access by the phyaically handi-
capped, increased space for ccmputers, central or decentrallzed space for housing .
the learning resource center,'d?“bcil' open Zh howrd 8 dxy,
o . R - 3
» NATTONAL, RFGIONAL, STATE COORDINATION '

kgﬂE FCURTH REVOLUTICON m-:ntions the creation of a National Inatitutc of
Educetion and u Naticnal Foundation tor Pnstsecondary Fducation t¢ coofdihate the
planning and distribution of teaching programs that include the new technology.
Although many do not foresee university cooperation on a national scale, it is
apparent 66 the state level. The State Commission for Higher Education has suggested
the mission for each postsecondary "institution in the State of Indiana.

——-

IMPLICATIONS FOR THE LIBRARY -

If tne university seeks to educate a wide range of students who have a variety -
of educational backgrounds, the library may havc to revise selection policies con-
cerning the level of the material, select more audio-visual or multi-media material,
or devise new techniques for supplying bibliographic and reference service. The
tradltlonal role of the libresy-ag a storehouse or research center may be changed
to the "learning resource center” men¥lonad ir THE FOURTH REVOLUTION. R ,
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The Carnegie Commission envisions that the liprar— will work closely with the
faculty ir devising the instructional methods that thé library will become the"
center for planning and preparing the new technology assisted instruction progrems,
The libraries will assume an 1ncreaaing role in curriculm planning.

. If students are working on independent proJoct- instead of specific auiamonts s,
the library may not be sble to supply all of the information required for each
individual. There may be an increase in interlibrary loan or in the students?
traveling to the library that has the references that they need. The role of the
library is still open and undefined in the "open university” and "university without
walls” concepts. The special ethnic and religious programs in the curricula also
may affect selection policies,

In view of the limitations in budgets, the library may have to reorganize the
library faculty and staff to teke advantage of the full potential of each person.
At the seme time the administration may have to provide for the development of the
library faculty (research, publications, professional meetings, and’ ubbaticaln)
and the career dmlomont of the staff,

The library administration may.utilize to a greater extent microforms or other

forms of materials to conserve space and funds. Business methods may be utilized

. to a greater extent for controlling funds, such as long range planning, forecasting
- or management information systems, etc. The purchasing of microforms or audio-
visual material may require decisions on who should catalog the material, should
it be housed centrally or close to where it is used, should there be a central
catalog or location device? Regional or state processing centers may be utilized
ro.ther than handling processing locally. .

New facilities for libraries’ may involve decisions such as assigning responsi-
bility for processing and handling the new instructional material and equipment and
also determining ruture needs for computer service in instruction and in library .
operations, . :

Some areas of the new technology, such as increased use of phobocopying and
the :omputer, are affecting the ways in which libraries are operated.

S8ince the research programs are increasingly interdisciplinary in scope, the

library may revise its traditional subject or departmental categories to supply
maximm support for. research projects being conducted at the univera{.ty.

.




.

9.

000012

REFERENCES

Indiana. State. Commission for Higher Education

THE INDIANA PLAN FOR POSTSECONDARY EDUCATION: PHASE ONE.
DRAFT FOR PUBLIC DISCUSSION. 1972. ’

v.1l. The Current Status

v.2. A Pattern for the Future

BUSINESS WEEK (22u47), 48-51, Sk-

(September 23, 1972 )

"The Job Gap for College Graduates in the '708

Carnegie Commission on Higher Education
THE FOURTH REVOLUTION: Instructional Technology in Higher Education

New Yark, McGraw-Hill, June 1972

SATURDAY REVIEW 5 _2 (38), 62-5 (September 16, 1972)

London, H

"University Without Walls: Reform or Rip-Off"

Tbid. p. 65-6
Cass, James

"4 System Designed-to be Becten"

Cottingham, W. B.

PURDUE UNIVERSITY AS A CENTER
AND RESEARCH. September 1979

OF EXCELI.EWCE IN INSTRUCTIONAL INNOVATION

SATURDAY REVIEW 55 (42), 55-56 (October 14, 1972)
Saretsky, Gary and James Mecklenbhurger

"See You in Court?"

Massman, Virgil F.

FACULTY STATUS FOR LIBRARIANS.

2‘?_0“p.

Metuchen, N. J., Scarecrow Press, 1972.

SATURDAY REVIEW 55 (42), 63-66 (October 14, 1972)

Jacoby, Susan
"The Megapopulist Multiversity:
Grant Philosophy"

Michigan State Redefines the Land-



000013
B, THE ORGANIZATIONAL FRAMEWORK |

t; Purdue Umiversity
In this section, we will attempt to pertray the University as it is now and
a8 it is likely to become and attempt to identify the trends connecting the present
and future states,

THE UNIVERSITY TODAY

The Univerlity is the terminal segment of tha formal process of full-tims
education in America, It is possible to trace the ides of a university to its
medieval origins in Italy. The most direct anbecedents of the American university,
however, are the English institutions, Interestingly, though, the Germanic influ-
ence was impressed on the American institutions in the nineteenth centwry, when
the German model of graduate education was adopted on a large scale in the United
Stetes. .

' The principle American influence on the university has been to steadily
broaden the student base (the Eiropean practice has been, and to a large extent
8till 1s, to educate an elite) and, most importantly for this study, to convert the
institutfon into a vocatlonal education mode. Despite occasional strong contrary
tendehcies, such a8 the "general education'" movement which was strongest during the
early part of the present century, the predominant thrust of Amerjican education -
confinues to be education for earning a livelihood. Thus the present day system . .
bears 1ittle resemblance to its ancestors, which educated a few soholars in the °
intricacies of the humanities and the classics, primarily. The moére useful parts
of the heritage are still claimed by present-day practitioners -- such preroga-
tives a8 "academic freedom", "tenure", and the "ivory tower' concepts, for example.

Purdue seems to be almost a perfect archetype of the institution outlined
above. Jts original "mission" was the education of farmers and. engineers to meet
the specific needs of a burgeoning industrial country, and it has not veered from
that mission since its inception. There is a strong tendency to judge the success
of varticular programg bv the sunacess of its eraduates in the job market. A
recent concern expressed on the State level has been the "brain drain® -- large
mabers of graduates, whoase education has been heavily subsidized by the Indiana'’s
taxpayers, seem to prefer eamployment outside the state., The Placemsnt Service is
an important and well-staffed operation at Purdue, smd employers from all over the
mation send recruiters here to hire nev talent. The recent report of the Indiena
Commission for Higher Education (referred to hereafter as ICHE) stresses the
occupational and vocational aspects of higher education, and contains several speci-
fic recommendationa about assessing local manpower needs, and talloring the educa-
tional system output to fit these needs,

Purdue may be characterized as a group of relatively autonomous and primarily
professional schools, together with the educational and supporting: services needed to
produce graduates with requisite vocational skills and hopefully some minimal broeder
educational qualifications. A dual faculty/administrative orga¢izational struc-
ture exists, with a large amount of overlap between faculty administrators (deans
and department heads) and "pure" administrators. Interaction between the two
hierarchies occurs in the University Senate which includes members of both groups
both in its deliberative body and its committees, and in the 9udgetary process. A
third potentially influential group are the students; however, at this time there
is little observable student impact upon the decision-making process.

The formal instructional part of the organization is arranged along traditional
lines with a multiplicity of schools and departments based on well-defined dis-
ciplinary patterns. Their efforts are supported by relatively independent (orgeni-
"°*‘“1ally sPeaking) groups such as Physical Plant, the Agministiative Data

EKC
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Processing Center, the Computer Center, the Libraries/AvVC, etc.

At this point, it may be well to cgmment on the differing groups with dis-
parate goals who constitute the faculty. The faculty may be divided into ,two
groups -- those associated with the professional schools, and those in the ‘
supporting schools. The faculty members in the professional schools may again be
divided into at least two groups -~ the- teaching-oriented teacker, and the research-
oriented teacher. A further demarcation is observed based on age, and yet another
gradation 1s based on interinstitutional mobility.

The students also pursue a variety of individual goals within the institutional
frameéwork. Since Purdue is a state institution with relatively low admission
standards and costs, at least for in-state citizens, a large number are attending
the University because it is expected, of them and they either have no clear-
cut vocational goals or are weakly mdiivated toward the -existing vocational programs
offered. Another flarge group s strongly motivated toward vocational goala --
many of the graduate students fall into this category.

The. funding of .the University comes frcm a number of sources (See following
Table). The budgetary process is quite involved, with each department represent-
ing its needs to the Administration. The Administration, in turn, submits a composite
budget request to the Board of Trustées. Upon approval by the Board of Trustees,
the budget is submitted to the Indiana Commission on Higher Education, which presents
to the Legislature all of the budgets of the various state educational institutions

It should be noted that the budget is subject to modification at each step --
the University Administration critically examines the departmental requests (in
conjunctidn with departmental representatives) the Board of Trustees has input, -~
the Coumission on Higher Education balances the individual institutional requests
with the overall needs end resources of the State and the Governor and the
Legislaturn ravn t“e final word on actual appropriauions

i~

. . -
3 s . »

gget 1972-73 Operating (from "Facts at Your Fingertips, 1972-73%)
Total'Budget . 157, 515,000

Estimated Income: , Percent ;
State'ApgrOpriations 40.3
Auxiliary Enterprises |, 17.8
Gifts, Grants and Contracts 13.1
Student Fees B 11.9
S8al=s and Service ' 6.2
Federal Approprietions v , 3.6
Student Aid - , 3.6
Orgenized Activities , - - 2.1

Endowment Income T
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Estimated Expendltures Percent
Instructlion and Departmental Research 27.6
Auxiliary Enterprises (Includii Rehabilitation

and Debt Service) _ 17.6
Organized Research o _ 16.4
Physical Flant ) ~ 8.2
Extension and Public Service 6.9
General Administration 6.1
Staff Institutional Seryices 5.é
" Student Aid | 3.6
Organized Activities 2.3
Libraries and Audio-Visual 2.1 ;
Student .Services ' 2.1
General Institutional Services 1.7

The following section details ccurses of ihstruction enrollmeént and faculty
statistics, and available short-range planning for each of the ten major inst¥uc-
tional schools

We emphssize that the statlstical data does not fully reflect the teaching
contribution of the various schools, inasmuch &s the schools oftering service
courses (freshman English, chemistry, etc.) deal with many students affiliated
with other schools.

School of Agriculture

The School of Agriculture offers undergraduate instruction leading to the
degree of Bachelor of Science in the following areas- Agricultubal Communications,
Agricultural Economics; Agri%ultural Education, Agricultural Englneering, Agri-
cultural Mechanization, Agricultural Science, Agronomy, Animal Sciences, Bio-
chemistry, Community Development, Conservation, Entomology, Food Business Manage-
ment, Food Science, Forest Production, General Apri:ulture, Horticulture,
International Agriculture, Landscape Architecture Management Business and
Farm, Meteorology, Natural Resources and Env1ronmental Science, Plant Protection,
Preveterinary Science, Turf, Urban and Industrial Pest Control, Wildlife Science,
and Wood Utilization. '

Short-range nlanning (7 years) projects zhe institution of a 2 year sub-
baccalaureate degree program, Overall programs are to be made more relevant to
the rural. community by institution ol course offerings in recreational resource
management, courses to help upgrade the quality of rural iife, etc. ;No earth- .
shaking changes in rationale or philosophy were evident in the report.

Enrollment and Faculty

: S , Total
West Lafayette Regional Campuses. Students
Facuity . Undergraduate Graduate Undergraduate - . Graduate
o + Students Students Students Students

2009 188 149 - -0- 2646
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For the past three ‘decades the Schools of Engineering have ranked first in
size in the United States. As of 1972-T73, the following engineering disciplines
were represented by separate schools or departments: aeronautical and astro-
nautical; agricultukal; chemical; civil; electrical; éngineering sciences; indus-
trial; materials science and metallurgical; mechanical; and nuclear.

The next few years are expected to see 1ittle change in the structure or
function pf the Schools of Englineering, but new directions for.traditional ser-
vices are pointed out. A new Interdisciplinary Engineering. program has been
initiated which is being embodied in a series of Int,rdisciplinary Centers.

.This is viewed as an important step toward breaking ‘down the disc:!.plina:ty
walls.

‘

Enrollmept and Faculty
Faculty  Undergraduate  Graduate Undersradyate  Graduate Total
34T 4665 1015 LTk 97" 6251
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School of Home Economics

The School of Home Economics offers ‘areas of concentration leading to the
baccalaureate degree in- Clothing and Textiles, Equipment and Family Housing, _
Foods amd Nutrition, Institutional Management, Home Economics Education, Child
Oevelopment and Family Life, and Home Economics.

Short - -range plenning indicates an interdisciplinary program with Agriculture,
Psychological Sciences and Industrial Maragement in the establishment of 8 .
program in Consumer Science.

Al

Enrollment and Faculty . . Total
- West Lafayette Regionsal Campuses Students
Faculty . Undergraduate Graduate Undergraduate Gradyate '
Students Students Students Students
50 Co1esh 99 8k | € 143

mSchool of Humanities, Social Science and Education

The School offers coursework 1ead1ng to the undergraduate degree in: Audiology
-and Speech Sciences, Black Studies, Child Development and Femily Life, Communication,
Creative Arts, English, Foreign Languages, History, Library Science, Philosophy,
Physical Education, Health, and Recreation, Political Science, Psychology, Science
and Culture, -and Sociology In addition, there is a program leading to Teacher
Certification in most of these areas. - .

Due to a gooa ﬂeal of flux in the School including the antlcipated arrival of

‘a new Dean, a short-range planning document is not available at this time. : —
Enrollment and Faculty . . : Total
West Lafayette Regional Campuses Students
Faculty ,ugdgrggaduate ~ Graduate Undergraduate Graduate
_ Students Students Students Students
547 - LoBé 1935 1213 1202 - 9336

~

Bchool of Industrial Management. . ’ : o

voN ™~

The School offers programs leading to the baccalaureate degree in Industrial
Management, Geperal Management, and Economlcs. . : .

. The Krannert Graduate School of Industrial Adminlstratlon is the: graduate
school arm of the School of Industriel Management
]
Short-range plans of the school include the creation of a co-operative
program for combining discipline-related éemployment off-campus with on-campus study
semesters in an alternatﬁng sequence, and rapid expansion of a.problems- and policy-

-

oriented ~iteral arts type economics major.

At the graduate level the school has just adopted a varlant on its recognized
engineering or science oriented master's in menagement program that will train
non-engineering or science students for employmemt.as managers in finance, govern-
ment and service industries. In addition the economics graduate program has been -
re-designed to attract stu@ents interested in application of economic theory to
thelsolution of America's pressing problems in environmental control, urban con-
[]2\!:on, and other similar areas as well as in business econamics.

__-—\\ »
Aruitoxt provided by Eic: .
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‘
. .
Enrolhment and Faculty _ Total
West Lafayette Regional Campuses Students
o
Faculty Undergraduate "Graduate Undergraduate ~ Graduate
| Students ‘ Students Students Students
—_— _— I o —
82 1648 351 _ 235 159 2393
School of Pharmacy and Pharmacal Sciences ‘
The School offers areas of specialization leading to academic degrees in the
following disciplines: Environmental Health, Bionycleonics, Clinical FPharmacy,
' Industrial-and Physical Pharmacy, Medicinal Chemisfry and Pharmacognosy, Pharma-
cology and Toxicology, and Pharmacy Administration.
Short-range plans detail a numbgr of. neﬂ programs r8ng; ng frcm Radio*Pharmacy
- to Cancer Chemotherapy. It is alsd proposed that a Drug In ormation Center be
established. , > L
L;gent and Facul_x S : : Total
West Lsfavette . Reg;ogal Campuses s _ . Students
Faculty ' Undergraduate Gradiiate Undergraduate Graduate
. e Students .-Students Students Students
W7 562 150 g T -0-, 721
* Y . ‘ . )
School of Science _ ] _ f
L. \

The school offers undergraduate plans of study’in the following disciplines

\Biological Sciences, Chemisatry, Computer Sciences, Geosciences, Mgthematics,
Physics Statistics, and General Sciences.

The departments seem to be formulating new programs either to meet. occupa-
tional needs (i.e., Math is concentrating on statistics since the job market for
‘degreed statisticisns is very healthy), or to conform to new fundlhg patterns from

 the government and the large foundations (there is a great interest in environ-

mental programs, e.g. the proposed program in Environmental and Population Biology)

Errollrent and Faculty ' Total .
' West Lafayette Regional Campuses Student® *
Faculty. Undersrg%pate .Qfaduate' Undergraduate Graduate ' o
. Students Students Students |, Students
k27 v 2935 1075 595 160 4765

School of Technolégx

The School is primarily concerned with three major types of activities: (1) the
education of nurses aad technicians: (2) baccalaureate programs for: the education
of constructors, industrial supervisors, professional pilots, registered nurses,
‘and technologists, and (3) baccalaureate studies for the preparation of teachers
of industrial education and other technical fields.

Shert-range plans indicate six new programs, all related to manpower needs.
An organized effort 1is being made to relate their activities to those of the School

>f Engineering.
EKC
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Enrollment and Faculty P | Total
West Laquette': Regional Campuses Students
Faculty Undergradusate ,Gradpate Undergraduate Graduate L —
: Studenta Students Students Students |
2 1403 5k 2658 12 ’:&27

School of Veterinary Science and Medicine

The School offers undergraduate and graduate study leading to advanced degrees
in: Veterinary Anatomly: Veterinary Physiology and Pharmacology Veterinary Micro-
biology, Pathology, and Public Health; Large Animal Clinics; and Small Animeal
Clinics . Departments of Veterinary Anatony , and Veterinary Physiology and Pharmacology.

Short-range planning stresses improvements in the Small Animal Teaching
Hospital, and a two-year program in Veterinary (Animal) Technician. No mention is N
mede of the widely diseussed program in medicine,

Enrcllment and Faculty ;-
. Total
West Lafayette Regional Campuses Students
Faculty - Undergraduate Graduate Undergradusate Graduate '
Students Students Students Stude 9&
50 239 36 . -0- . _ o ©275
Medical Education
No information is available on programs or planning at this time. i
R . - LN
Enrollment and Faculty ' Tok&1
West Lafayette Regional Campuses Students
Faculty Undergraduate Graduate Undergraduate Graduate
Students Students Students Students
? 11 1 -0- -0- 12

Graduate School

Opportunities for graduate study are offered leading to the degree of Doctor
of -#ilosophy or the degrees of Master of Arts or Master of Science. With & few
Giceptions such ag the Master of Science in Industrial Administration, each
student's program-is individually designed and may involve course work in several
instructional schools. P

The distribution of graduate students by school is indicated in the summary
table for the schools.

Graduate Degrees Offered

Department by School , o Degrees Offered

I. Agriculture .
Agricult%fél Economics i M.S.“" ) C Ph.D.
Agronnmy o ‘ M.S. : : Fh.D.
f.nimal 3cience M.S. . ’ ' Ph.D.

Q

ERIC
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Enrol]ment and Faculty ' 4 Total
West Lafaye*.te e Regional Campuses students
Faculty Undergraduate Graduate - Undergraduate Oraduate .
. 8tudents - Students ents Students
92 1403 5k . 2658 N k127

School of Veterinary Science and Medicine

The School offers professional training leading to the Doctor of Veterinary -
Medicine (DVM) degree and graduate study leading to advanced degrees in: Veteri-
nary Anatomy; Veterinary Physiology and Pharmacology; Veterinary Microbiology,
Pathology, and Public Healvh; Large Animal Clinics; and Small Animal Clinics.

Short-range plannirié.atreuea improvements in the physical facilities of
the School, and a two-year progrem in training Veterinary (Animal) Technicians.

Enrollment and Faculty : . : - Total
West Lafayette ‘ . Regional Campuses Students
Faculty t Professional Graduate
Stulents " Students - Students Students
60 257 4o 7 =De =0- ' 297

The Veterinary Medical School cooperates with the Lafayette Center for Medical
Education in offering a portion (currently three courses) of the first year of
medical training on .the Lafayette C 8, other courses are offered in the School
of Scfence and the School of Agricultur®, Short range plans include orrering two
years of the four year program that leads to the M.,D, degree awarded by I.U.=H.U.I.
If the second year is added there will be additional involvement of the Veterinary

~ Medical School. . .
. Enrollment and Faculty . i ,‘\
West Lafayette Total . )
Faculty Medical ~ Students . 7
_ Students _ E
L 1k 1k

Graduate School

Opportunities for gradvate study are offered leading to the degree of Doctor
of Philosophy or the degreeas of Master of Arts or Master of Science. with a few
exceptions, such as the Master of Science in Industrial AdminisSrdtioa, each
student's program is individually dedigned and may involye course work in several
instructional schools.

The distribution of graduate students by school is indica+ed 1n the sma.ry
table for the schools,

Graduate Degrees Offered :
Department by School Degrees Offered

I. Agriculture _
Agricultural Economics M.S. o "pPh.D.
Agronomy M.S, Ph.D.
Animal Science M.S. - Ph.D.
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Department by School Degrees Offered . .
Agriculture (cont.)
3iochemistry M.S. "Ph.D.
Botany and Plant Pathology M.S. "~ Ph.D.
Entomology ' M.S. Ph.D.
) Extension Education M.S.
Forestry M.S. Ph.D.
Horticulture M.S.. Ph.D.
-I1T. ;Eng'ineering . ’
C Aeronautics, Astronautics, and _ )

Engineering Sciences M.S. Ph.D.
Agriculture ' M.S. Ph.D.

Civil | M5, Ph.D.
Chemical - M.S. PH. D. .
Electrical M.S. . Ph.D.
Industrial M.S. D,
Materiais Science and ! . )

Metallurgical ooMss ' Fh.D.
Mechanigal | S M.S. ‘ Ph.D. ‘
Nuclear : M.S. " Ph.D. ’

III. Home Economics _ ‘
Clothing and Textiles M.S.
Equipment and Family Housing M.S.
Foods and Nutrition M., ‘ . Ph.D.
Home Management and Famiiy .

Econamics M. S,

Institutional Management M.S.° k
IV. Humanities, Social Sciknce, and Education

Americar Studies _ M.AL | L Ph.D.

Audiolbgjr'.é.nd Speech Sciences M.S. " | " Ph.D.

Child Development ard Family .

Life ' M.S.. Fh.D.
Communication McA., M.S. ' Pn.D.
Creative Arts M.A. S
Education M.S. Ph.D.
English M.A. : Ph.D.
History M.A. Ph.D.
Modern Languages M.A., MA.T ©

o Fhilosophy M.A.. Ph.D.

IToxt Provided by ERI
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Departrvent{ by* School Degrees Offered
Huma.nities Social Science, and Education (cont.)
Physical Educa.tio'x for Men M.S. —_
mysibal Educetion for Women M.S.
Political’Science M.A. . Ph.D.
' Psychologice.l Sciences
General M.S. Ph.D.
Industrial M.S. Fh.D.
Clinical M.S. Ph.D. -
. Socizalogy and ' Anthropology M.S. Ph.D.

V. Industrial Administration .
Administrative Sciences )
Economics . M.S., M.A.T. . Ph.D. ‘o
Industrial Administration M.S. Ph.D.

Industrial Relations M. S.
VI. -Pharmacy and Pharmacal Sclences
Bionucleénics ‘ : M.S. : - Ph.D.
Clinical Pharmacy M.S. .Ph.D.
Industrial and Physical Pharmacy M.S. ' Pu.B, | .
Medicinal Chemistry and ' . i
Pharmacognosy " M.S., Ph.D.
+ Pharmacology and Toxicology M.S. P - Pn.D.
Pharmacy Administration M.S. :  PD. -
VII. Science ‘
) Biological Sciences .
General M.S.. Ph.D.
Botany M.S. . Ph.D.
Ceilular Biology M.S. - ) Ph.D. .
Developmental Biology M.S. Fh.D. . .
. Environmental Biolegy M.S. . Ph.D.
Genetic Biology M.S. Ph.D.
y Metabolic Biology . M.S. Fh.D.
Microbiology (bacteri- !
ology, mycology, - p
perasitology, virology) ‘
Molecular Biology (bio- M.S. Ph.D.
chemist\ry% biophysics) ) B .
Neurobiology M.S. . _ Pn.D. -
Population Biology I - Pn.D.
Q Regulatory Biology: M.S. - .. Pn.D.

ERIC - (animal and plant physiology) L .




VIII.

v

IX.

YAl

Deoa:tment:bffsohool
Science (éont.)
Goruc’ coal Slolesr

“« Bystematic an&lErolutionary
Btology

Teaching of Biology
Zoolo;y ) BN
Chemistry
Comoutcr Sciences
Geonclcenees |
Physics
Msthematicsal Soiences F
Statistics ‘
Technolggx '
Industrial Education

J_Veterinary'Science and Medicine

Large Animal Cllnic

Small Anima;rC}inicr
Veterinary Anatomy ‘.

Veterins“y Microbiology
Pathology aqd Public Heolth

Veterinary Physiology and
Faarmacology -

il

In adgdition to the Schools of instruction there are a -number of research and
extension activities connccted with the University.
while others have facilities near the campus.
nat re -- one for instance involves faculty and ‘students fraom 25 departments.

= XX ERE®ZXX
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Degteea Offered

- )

M.S Ph.D.
s. ‘s> Ph.D.
S. Ph.D.
g. m.D
S. Ph.D.
S. B Ph.D.
S. #h.D.
S. ~Ph.D.
S., M.A.T. Fh.D.
S. ‘ Fh.D.

M.S

M. o

M.

M. h.D.

M.S. s | Fh.D.

Fh.D.

mogt are directed to the rescarch function, it is felt that they represent an
imrortant aspect of the totol educational effort at Purdue.

‘Bcientific inVestigat1on and experiments in- agricultural science.

Some of the rnajo~ ectivities of this type.are

AGRICULTURAL EXPIRIM:TIT STATION:

Organized by COngress in 1887 to promote

research workers condugt experinents in laboratodies and on farms -of the "Uni
Univereity and coope*ating agenciles. .

BYHAVICRAL SCIENCE . LABORATORY Iocated on the top floor of Krannert Graduate
Houses $300,000 worth of electronic and sound s

School of 1 Industrial Administration.

equipment which researchers use to study human behavior, expecially those related
Gives researchers opportunity to use experimental
Also used by

to business monagemont problems.
“methodology in the study of individualvgnd group decision behavior.

researchers in agricultural cconomics pSychology, sociology, education, and

audiology and specch Cclences

Qo ENGINI‘ERIHG EXPERINENT SLATION' Activi,t:les encompa.ss §ea, broad spectrum of

[:R\Kju@h and development actlvities in engineering and technology Mejor contri-

wll Toxt Provided by ERIC

Some are located on campus,
Several are interdisciplinary in
While

‘Highly trained
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butions in: transportation, heat +ransfer, electric power, transmission, materials
gas technology, electronics, power engindering, autgmatic controls, computer
sciences, Jjet and rocket technology, and environmental and urban studies
FOOD SCIENCES INSTITUTE: . Established in November 1967 to provide scientific
leadership and coordinated.management of interdisciplinary resaarch and educational
and extension programs in food sciences. Draws its membership from.the Schools of
Agriculture, Home Economics, Science, and Veterinary Science and Medicine.

THERMAL SCTENCE AND ?ROP ~ION CENTER: Equipped to investigate wide range of research
problems on such types of propulsion systems as chemical rocket engines, air-breathing

engines, electrical rocket engines, nuclear rocket engines, and space power plants.
engaged in studies of the
internal combustion and gas turbine engines.

JOINT HIGHWAY RESEARCH PROJECT: Established 1936. Authorized by act of
gtate legislature in 1937. Sponsored Jointly by State Highway Commission of
Indiana and by Purdue University. -Financed mainly by the Commission, but the
University absorbs overhead costs. Operated by the University and governed by an

)

b adl

Also

anentals of combustion and resesrch on air. pollution of

.advisory btoard comprised of members from both units. Purpose: To perform research . -

on highway problems and to train men in fundamentals of highway engineering and
- releted research techniques. -
LABCRATORY FOR APPLICATIONS OF REMOTE SENSING® Established in 1966 to develop
remote sensing techniques for. agriculture and to develop applications for these
techniques, the scope of LARS has since been enlarged to include- investi ations
in geology, hydrology and geography. The mission f LARS also inclmdes
of graduate students. .

// MASS SPECTROMETRY CENTER: Housed in the Department:of Chemistry, the Purdue
Mess Spectrametry Center provides outstanding facilities for organic. mass spec-

trometry and ion kinetio encrgy specirometry. Established in 1967 throughrthe’
support of the National Institutes of Health as a health-oriented research, train-
ing and service facility, the research program is supported by the National
Science Foundation and other agencies, public and private.

SUREMENT AND RESEARCH CE!TER Azsists academic research and administra-

tive perscnnel in the construction, acoring, and analysis of exsminations, surveys, °

and evaliuation scales; administers examinations for the University and test
agencies, conducts institutional research provides statistical and data processing
support to other researchers, and publishes research findings. Operates several
nﬁtionwide edycation service programs, including the Purdue Opinion Panel, the
‘Hiéh'School fygting Service, and University and Secondary School Serv1ces.

PURDUE LABORATORY FOR APPLIED-INDUSTRIAL CONTROL (PLAIC): A graduate labor-
atory program designed to work closely with industry to study problems and
applicgtions of automatic control, provides.students and faculty a place to do’

research on industry-related problems offers people in industry an opportunity
to acquiré knowledge of automatic controi theory speedily translates new automa-
tic control theory into terms readily usable in industrial practice.

PURDUE RESEARCH FOUNDATION: Incorporated in 1930. Has several major
objectives: The support of research and scholarly activities of the University
faculty and graduate students; fund raising for the development of the University;
and the support of other programs which will assist the University and attract a
highly competent: University faculty. As a separately incorporated foundation,

FRF can function to attain these University-oriented objectives in ways not
Q' -arly within the province of the University trustees as:defined by state and .
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federal laws.

RAY W. HERRICK LABCRATNRIES: Conduct interdisciplinary research in environmental
engineering: provide a link between university research techniques and industrial
problems. Research funding comes both from industry and government. Interests
include climate control, nechanical systems research, engineering acoustics, and
control of machinery noise. All projects are chosen so that they are suitable for
M.S. or Ph. D research programs.

e

THERMOPHYSICAL PROPERTIES RESEARCH CENT:R: First organization of its kind to
keep track of world knowledge on a specific number of heat properties of all matter.
As a component of the Natlonal Standards Reference Data System and an apAlysis center
for the Department of Defense, it synthesizes accumulated knowledge, reccmmends stan-
dard reference data, and does basic and applied research to generate new information
"in this field.

N (O e e Y

THE UNIVERSITY AS IT MAY BGGOME

Reﬁiewing & number of information sources, we find that some of.the roles being
suggested for the university of the future are as follows-

1. The University will continue to educate an increasingly larger segment

» of our young people. ' However, the kind of education they receive will likely
be markedly different from that now offered. For instance, the application
-¢? principles derived from the behaviourgl sciences will lincreese to a great

. extent, and more emphasis will be placed on non cognitive skills (emphasis will
shift toward education of the "whole person”", as suggested by the 1968

-Hazen Foundation report -- such areas as life style, human relations, group.
behaviour, value systems, etc. will receive increased attention). Since a. --: .-
number of these new programs will relate primarily to the young adult, they
will have little relevance to the other roles the University will be required
to assume. .

2. The University will refine and extend its activities in education for
careers.  We see this activity as taking place on at least two levels
many of the young people will be educated for their first career, but many

of the older adults will be retrained for second (or third, or fourth)

careers. The first activity is likely to be linear with well defined
_grpgrams, much'as the offerings that now exist. The secunid activity is

likely to be remedial, to the extent that an individual prescription will

be devised for each candidate who wishes to be "recycled".. Both activities
imply a greatlyincreased knowledge of and involvement in the planning processes
of buainess and industry, if a mismetch between skils and Jobs is net to
OCCur .

e -

- [

}. The- 'University will broaden its admission requirements, perhaps even
near the point of unlimited access, as suggested in theICHE report. Purdue
will pgpbably assume the function of a "community college" for the immediate

geographical area. This means that in addition to the first two (above)
relatively well defined functions, there will be a number of people in all
age categories and frcm a variety of societal groupings pursuing independent
goais in all as of the University. If the University is to succeed in
meeﬁing theseasgversu requirements, substantial changes in every level will
be required, since the existing orgenization 'is designed to "educate"
relatively homogeneous and well-defined studént groups.

4. Related to 3 (above), the University will be raquired to extend its
educational effcrts well beyond the geographic limits of not only the campus,

EKC
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byt the irrediate arca. At least two thrusts of this type are now evident
and predictable. Sometiuirg like vhat the Extension Service does for
Agriculture will be develuped for other recognizable groups -- sych as the
urban poor, etinic grours, etc., £ad -scecndly, modern technological. develop- ~—
ments, such &8 instructional television, will meke these programs availeable

to the entire State. - '

New methods of mcasuring the value of such cfforts as those will have to be
-devised if they are to be econcuically justificd tn our funders. -~

5. The University w'1)l prolobly rrmain a center of crpertise.in its parformance
of the research function. The government has estahlished and reinforced

this function from ¥\ II to the »nrccent. Thais is supported to a large extent
by federal goverrmoent resovrces. '

1. .x An increasing pnrcentage of the ﬁupulation goes to college and earns
degrecs. A vprencat dispoarityr beuwcen jobs requiring, or giving -
prefercnce to, 2 collcge education and the number of qualified applicants
exists, end will boece~2 xuch wider in thz future.

J— Y o —_

Supporting evidence: The Indiana Commission on Higher Education (ICHE) stresses
making higher education more availsdble and attractive to all citizens of all age
groups and further recommends steps be taken to make higher education more attrac-
tive $& those groups who traditionally have not pursued postsecondary education. _
(Recommsndations 9 through 11). The Commission further emphasizes the necessity of
converting Indiana's educational system into one designed for the "dynamic and
flexibly delivery system" for accurately furnishing Indiana's manpowsr needs, and
s great deal of the document emphasizes this occupatiomal training function. ~

We iaterpret this to pean that the baccalaureate degree is
having decreasing relevonce io rcmunergtive*cmployment.

2. * Thare is evident e increcced involvoreat Letwcen the university and |
- the immodjiate gocictr it scrves. 1%%3 involvement is not only job-
orientcd (the training funciion indicated in 1 above) but is also
beccmirg tack-cric ted as exe~plified by Agriculture's proposed program
to enhance the guolity of rurcl life ond the Extensian Service's involve-
- ment in the prebless of gactto life in Iadlianapnlis. : ’

Supcrting evidcnce. IPHE Pecomnerdation 1b:  "New programs ﬁhich are
v~iquely designed to resjond tn comwnity and-individual needs...'. Current pro- v
posal for the Libraries/AVC % -vovids sovrce materials useful to the local cammunity's

groups nf blacks end Latin fme:icsas. Concept of tae "university without walls".

.interpretation: A drematie cheage in the ericatation andJOrganization of the
ad~i~istration as well as the ficuliy is required to meet thece new roles.

3. s3.-re 18 & trcnd tcuerd increased invelvenent hy students in the ' |
decision-makineg st-ucture ~f higher education. A case in point is the
critique preparcd Ly ibree Purduc students of the I’HE report, challgnging
the Crmmission on their purparted failure to include this factor in '
their roecormendations. Thic trend is expected to intensify as more
"older adults" cotcr the syotem.

o Oupporting cvidence: The ife-sprrad irvalvement of students on governing

-ERIC
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boards, faculty senates, and the like.

©  This trend will lead the University toward becoming a more
student-responsive institution.

. Y

1. As pointed out in the scction on the existing University, we attempt to serve
a variety of publics with somctimes conflicting demands and varying political pcwer,
The research-oriented professor expectc entirely.different library services than
does the non-cereer-motivated "disadvantaged" student, for finstdnce. This - :
situation already makes our job very difficult, and when the new directions indicated
become a reality, the situation will be compoundcd even more. As librarians, it
will be our professional responsibility to become experts or gain access to the
expertise needed to mediate cmong these conflicting demands in order to allocate
our human and material resources to the best advantage.

2. It i8 already expedient, and\it will become essential;, that the Libraries/AVC °
be tied into every information network {hat has any pertinence to our activities

-- MEDLINE, NTIS, the Battelle systems, etc. We will need 133 greatly enhance our
ability to provide informational cervices beyond our immediate resources.

3. We will need to critically examine the archival function of the Libraries/AVC
versus the current information provision capability of the system. This, of course,
is always a tradeoff -- however, the constantly increasing body of materials avail-
able on microfilm, for instance, may obviate the necessity of retaining many
thousands of volumes of expensively bound, bulky material which is used infrequently
when copies can be obtained of desired items cheaply end rapidly. This idea
presupposes a nevw generation of stuqani/faculty which is more compatible, psycholog-
ically speaking, with non-convamtional formats of material, but they are coming.

L, We will nced to streamline our delivery service of information, especially with
respect to its selection, acquisition. organization and distribution. The time
factor will become increasingly crucial ar new short-range programs and activities
multiply. ‘

5. We will need net amly te keep abreast of how people acquire and use our stock
in trade, information, m’% also will ncci tc modify our system to fit the use
patterns best cuited to our patrons. As an example, it may be deemed necessary

t> actually accipn o librarien to a rescnrch team on a periodic or intermittent
basis to assess the team's informational needs on the spot. We may want to utilize
such concepts as the "gatekeeper” (a rescarch person to whom most of the research
group turns to for information) to -identify and educate key. people about informa-
tion resources. '

6. We will need to rethink our entire reference setup to adapt it to the
changing needs of our clientcle. A rudimentary library omnientation program for
freshmen is not enough. We will need to institute a number of different formal as
well as informal instructional and publicizing ac¢:ivities in order to educate a

variety of users as to the different infefrmational services available to them. ' t}y,.ﬁ

! ‘ :
7.. The ICHE suggestion at several points in their report that certain services be
suprlicd ot remote locations through contractual arrangements should be examined for

Libraries/AVC implications. If a package in, say, Renalssance Literature is to

be "rented" to Vincennes and the peckage includes professorial time, administrative
support, etc., it should be determined what Livraries/AVC resources and services will
bekfade a part of the package and on what basis. .

ERIC -

IToxt Provided by ERI



000026

8. An increased emphasis on progrems in technology aimed av producing para-
professiocnels and/or technicians for industry should lead the Libraries/AVC to
re-examine its support of the School of Technology. The nature of the materials ;
that they require, in many cases, fall outside of our traditional acquisitions €
policies. Such items as m:rufrcturer's catalogs, parts manuala, programmed texts, ¢
and the like should be procured and properly crganized and housed. Consultatidn

with faculty end administration should begin at an early date in arder to davGIOp
guidqlinel both for the type of services to be provided and to find funding.

9. As & large, camplex on-going operation, it is easily predictable that the !

Litraries/AVC will find it difficult to adapt to these new roles and challenges. :

. It will require the best efforts.of our administrators and faculty to gain access
to the decision-naiking, and funding, processes if we hope to gain this flexibility.

\ ' =
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ii., Lipraries and Audio-Visual Center !
Preface

7

The study team decided that it would be appropriate to incorporaic a short
description of the Libraries and Audio-Visual Center into their review of the
- environmeat of this Library Management Review and Analysis., I1a preparing this,
the Study Team drew on "A Brief History of the Purdune University Libraries,
187%<1971" which had been specially prepared by Mr. Oliver Dunn, However, the
Study Team also drew on a.muber of other sources and impressions and the fole-
lowing remarks are, therefore, sttridbutable to the Study Team but not necessarily
to Mr, Dunn, The fblloving remarks do not attempt to incorporate developments
d\lriu lmo

Growth

Since the Second World War, the Libraries/AVC has increased dramatically.

~ AghL 1960 1971
Volumes Held ¢.270,000 ¢. 502,000 c.1,100,000
* Professional Staff FTE 29 29 45
Support Staff FTE 29 . 88 170
‘.- Total Expenditures $78,000 $855,000 #,697,000
-, v Number: of Staffed '

e Libraries 10 ) 2L 28

A growth of this magnitude inevitably means that, whether or not this is
consciously realized, the resultant library system is rather different in form
- and-style as well as scale and calls for a different organizational and manage-
ment style.

', . The University, however, has'also grown both in scale of operations and
breadth of interests. In particular the rapid development of the School of
Humanities, Social Sciences and Education placed demands on the Libraries/AVC
whieh: it .was ill-equipped to meet with respect to collections, staffing and

. facilities. This has been a source of tension.

——

. Decentralig tion
A J“D 183"(
R The eonflieting pressures for and against the decentrallzatlon of librar-
" ies and the apparently spontaneous development of "departmental €ollections®
seem to be endemic in modern universities.

At "Purdue there seems to have been a significant change in policy by the
Library Administration towards the end(of the forty-year regime of William M.
Hepburn Librarlan from 1904-1944. His successor John H. Moriarty, 1944-1970,
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was designated "Director of Libraries" and developed a system of "special 1li-
braries" for various groups on campus. These "special libraries" gradually
begame the main centers of Mormation -and service in the fields represented.

$he current sttustion is perhiips best dedcribed’ 48 uneven. The. twenty-eight

achool and departmental libraries range from "impressive" to "nostalgic".

The pre-eminence of the General Library has diminished over the*years.
The prssent facility was intended to house a general, multi-subject collection,
certain system-wide functions (such as interlibrary loan) and special: provi-
sion for undergraduat(es. Almost by default it has since become the main ser-
vice 'point for oné of the largest 'and most recent of the school$-~Humanities,
Social Science and Education-~ which includes disciplines which are tradition~ -
ally heavily book oriented.

The developmment of "special libraries," vhile coméenient. for userd in a
sppcious campus, does entail. relatively heavy operational expenses. Heavy ex-

~ penditure on staff andson duplicative collection building are needed if each

location is to provide extended hours of sérvice and cater broadly to the in-
terests of its local clientele. Since library budgets have not been generous,
this has been reflected in underfunding in other areas. Examples of this are .
in renge of titles acquired, in equipment, in the cataloging of materials,
and in research and develoment. There is a low ratio of professional to cler-

" ical staff which 18 ¢. more marked than in large neighboring university li-

braries.

R

_Agg.nistrat nistration

The’ Purdue Universi‘ty's Librar:l.es/AVC have tended to have a fairly infor—
mal managerial style. In some cases, responsibilities were not clsarly defined

. amd rigidly adhered tc, aid the authority necescary to discharge t.hese respon-~

sibilities was not always delegated.

vith soms notable exceptions, this fairly informal style seems t.o have
been accompanied by an uneven or incompiste documentation of policies and pro-
cedures. - .
. . . [
_ The fragmentation and decentralization of library facilities can hardly
have helped the usual problems.of communicaticn and. ecordination. -

1969 saw the retirement of Director Moriarty and . the dis-
ability and death of Jane Ganfield, Assistant Director for Technical Services.
New incumbents did not arrive unt.:l.l éarly 1972. During the interval, direction
was vested in an Interim Committee comprising the Associate Dirqc:_t_or,___the two

' remaining Assistant Directors and an Assistant to the Vice Prusidedb for Aca-

demic Affairs. This committee for a greater part of its existence was charged
to make no significant menagerial changes. 'nus was: a difficult and diecour-

aging period.

RS

tionsh: with the rest of the univera:l.t : o .

For reasons wh:l.ch may stem in part from t.he "ag and mech* traditions of
Purdue and the policies of President Hovde's administration, the funding level
of the Liébraries/AVC has not kept pace with national norms for the size and

kd
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range of the University. Although Purdue ranké\iﬁth in size among North Ameri-
can Universities, its Libraries/AVC budget only ranks 51st out.of 78 resebrch
libraries in the Association of Research Libraries, and 66th in, collection size.

— —

As a means of supporting Director Morierty's budget claims dniing
1960%s, there seems to have deen a deliberate strategy o;r;utting the onuatg:

the Desms to support the clalms of the Director of Libraries for library re-
sources. This system, epitcmized by the phrase "Dean's money” had an uneven
effect and reduced the authority of the Director of Libraries/AvC.

During the 1960's new programs on the graduate’ level in HSSE, approved

- without reference Lo the existence of appropriate library support, and increased
numbers of graduate students in HSSE, made very difficult problems in relation T
to the General Library. It was neither designed for large-scale gracuate and
faculty research nor was it stocked with the materials needed to support their
chosen fields of research. This became a major contrcversy affecting the en-
tire Libraries/AVC. Some progress was made vith supplementary annual alloca- -
tions of $100,000 for materials but matters reached a critical stage in 1966 -
1967 with the report of the "HSSE Library Recommendations Committee" and a "sur-
vey" commissioned from an outside expert Dean Robert B. Dovns of the University
of Illinois. Some minor recommendations vere adopted; others required further
study, planning, and in most cases, large increases“in operating funds which ’
were not forthcoming. : :

Apart from the controversies with HSSE, the Libraries/aVC's relationship .
vith the rest of the university included a systematic personnel audit, a cost
study and an "Academic Review" with the new Provost in November 1971.

Staffing .

The professional staff have faculty status, There is a detailed faculty
constitution, academic promotions procedure and representation on Senate
through the HSSE School, Dean Downs commented favorably on the diversity of
the library schools attended by the Libraries/AVC faculty. As a typical,
however, of technologically oriented universities, the subject training of
the Libraries/AVC faculty, which is heevily concentrated in Englis, History
and Education, does not evenly reflect the University's programs,

The record of the Lidraries/AVC faculty with respect to publication, con-
sulting and academic and outside professional activities would appear t¢ be good.

The support staff tends to be drawn heavily from a captive market of stu-
dent and faculty vrives who are often academically overqualified for the tasks
they perform.

<
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During the 1960's Purdue Libraries/AVC was the scene of pioneering acti-
vitieés in the areas of library automation and the applications of Operations
Résearch to llbrarj problems. The former has resulted in some operational

'systems but only after excessively difficult development and {mplementation
phases. The latter was based outside .the Libraries and remained at a theo-
retical level. . -

4

In the late 1960's through 1971 there were several factors discouraging
to the library staff. These included the dissension associated with the HSSE
and the Down's survey, student unrest, the uncertainties associated with a
change in leadership féllowing the retirements of President Hovde and Director
Moriarty, protracted delays im filling vacancies especially the directorship,
and the rather stagnant "Tnterregnum.” This Management Review would seem to
be the first major internally-generated initiative for some time.

[
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C, THE STRATEGY FOR_THIS STUDY

The Study Team of seven, appointed by the Director to conduct this study,
discussed, at an early stage, the best way in vhich to accomplish this task,
Two factora were influential,

%*  Firstly, this maJor assigmment was in addition to regular duties and,
therefore, there was a need to keep to a minimum the mmber of hom-s devoted

to the study,

Second.ly, if this study was to really be an internal review by the library
staff, it would be necessary to place considerable emphasis on seeking input
and promoting discussion concerning the topics being studied,

>
The Study Team generally proceeded by assigning ppecific tasks or topics to
individual members, The individual would then prepare a draft for review next
time the, Study Teem met, Chapters I, II, XI, XIT of this report were produced

this way,

For specific meznagement functions (the topics of chapters ITI-X) a series
of Task Forces wsre appointed JoAntly by the Director and the Study Teem. The

basic guidelines in composing a Task Force vere-

(2) A member of the Study Team would be & member and, normally, chatrperson
of the Task Force.
(b) Each of the three divisions Gf the Libraries/AVC should be:irepresented:
¢ A=V Center; Reader Services; and: Technical Services.
- ; Each.Task Force must include one or-more support staff,
Ed No Task Force should be composed exclusively of men or women,

Each Task Force was given a carefully written charge, a facsimilé of the relevant
chapter of the Manual as a basis for action and a request to complete their work in‘one
month, The Manual also specified a ninth Task Force on Management Generally, but the
Study Team decided not to have such a Task Force on the grounds that the topics speci-
fied for "Management Generally” was an inappropriate mixture of Communication, which
was best handled separately after the other Task Force reports had been completed and
Synthesis which was. the proper sphere of the Study Teem itself, : {

The very tight timeteble specified by the Manual was initially a source of anxiety.
At & fairly early stage, ‘the Study Team reviewed this matter and resolved that, .
although a timetable ig desirable, the purpose of t exercise was to benefit
Purdue University Libraries and Audio-Visual Center, Therefore, the timetable
in the Manual would be followed, but when there seemed good reason to lengthen a
given phase of the Study in the interests of produc better results, this would
be done, In the actual study, this happened with most phases. -

A major attempt to achieve staff involvement was handled in the following
ways: ]
i. For most topics, inquiries were made of staff opinions and comments,

usually by.questionnaire, sometines by interview and, on one occasion,
in a series of rap sessions chaired by an outside- expert from the

— Measurement and Research Center.
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ii, For each topic and especially each Task Force Report, a copy of the
resultB=--prudently marked *Draft'--was distributed to every member of
the Libraries/AVC staff with an invitatiot to comment. It was speci-
fied that these documents should be viewed as draft chapters for the
eventual report.

A
1ii. ' A series of open meetings were scheduled to which all Libraries/AVC
were invited, The meetings were held in pairs to facilitate atten-
dance by staff with scheduling problems and the Director reguested
all supervisors to do whatever they could to enable all staff to
attend. At these meetings, the salient. points of the most recently
distributed 'draft chapters' vere briefly summarized by the member
.of the Study Team most concerned and then there were questions from
the floor and open discussion--usually for about an hour. Comments
made were borne in mind during the revision of the 'draft chapters!.

. iv. The *draft chapters' were also sent to members of the University
Senate Library Committee, the Equipment . and Aids Coomittee and the
Provost--with a request for comments and reactions,

v. The draft sections bn the enviromment (now Chapter I,J seétions A and
B) and on the mission of the Libraries/AVC (now the first half of
Chapter IT) were reviewed line by line with the mmvo:t.

vi. When all the Task Force reports had been completed, the support staff
who had served on the Study Team and the Task Forces were invited to
- review all the recoomendations in order to ensure that the concerns
and interests of the support staff had been given due attention, The
reason for this extensive involvement was the belief that’ this process
would lead tc recommendations which were better-informed, wiser and
more acceptable. )

When all the !'draft chapters' had been completed, distributed and reviewed,
there remained the task of melding the parts into a coherent report. This was
tackled in the following manner, Each member of the Study Team reviewed the -
drafts for which they had some responsibility and compiled a list of recommenda~’
tions and suggestions and also noted amendations to the narrative. The chair-
‘person produced a-consolidated list of recoomendations and suggestions which the
Study Team reviewed and revised, especially ia cases where Task Forces hai pro-
duced overlapping or incompatible recommendations. Given the diversity of atti-
tude, perspective and background within the Study Team, complete unanim:lcy of
all seven members over the entire range of this study was hardly to be expected.
Nevertheless, by a process of discussion and reconsideration a consensus was
reached as to which recommendations should go forward, The chairperson then
assembled the modified narratives and edited them and the revised recommenda-
tions intoc a draft final report. This was reviewed and revised by the Study
Team to form this report and submitted to the Director.



CHAPTER II

y

MISSION ARD GOALS

INTRODUCTION

In order to prévide a focus for this study, the review of the enviromment

was foliowed by en attempt to define the mission of Purdue University Libraries -

and Audio-Visual Center and, in conjunction with this, to review the scope for
the use of performance goals,
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This activity involyed severe semantic problems and in order to reduce the
confusion arising from tht varylng usages of the terms mizsion, objectives, aims,
goals, etc., a subcomnittee evolved acme definitions, It is to be stressed tha} -
the aim has been severely practical. These warking definitions are intended to -
reduce confusion during the study. Rumerous different definitions can (and have)
been used but some consistency was needed,

The definitions were developad in terms of three levelss

. .9

Level I3 ‘Mission Statement

A brosd definition of what business the library is in. What is the sphere
of activity of the library? This should be a general, and generally acceptable,
definition of the role of the library. '

Level TI: Objectives

In order to re'ate day to day work to the Mission, it is convenient to
interpret the Mission statement (lLevel I) by spelling out a list of activities
which the Libraries/AVC attempts to performin the pursuit of its Mission. This
list of cbjectives should be helpful in perceiving more clearly the best choice
of priorities of on-going work or proposed new tasks in relation to the Mission.
For example, whengviewed in relation to the objectives, an improved courier .
service might contribute more towards achievement of the Mission than & comparsble
expenditure of resources on adding CODENB i.nto the Purdue Serials Catalog.

Objectiveu lhould be couprehensive and 'ylten-wide.

i

~ he ﬁ lementation section of the proposed Libraries/AVC mission statement
in Exhibi 8, in effect, a set bf Level II Objectives. ,

Level TIIs Perforlumce Goals

S

Leveis I and II are related to the libra.ry lylten as a whole,

“Level III Performance Goals are designed for individual units (or individuals)
within the library system. They are intended to act as guidelines fcr day-to-day a-
decisions concerning priorities, use of time and resources, and as a yardstick by
which to assess performance and results. ‘ N

le 1, Suppose that a Serials Unii were managed mmu;y in terms of perfor-
‘ mgnce goal!s, These might be: ,

-~

"0 deploy budgeted resources in order to: . ;
/7
"I. Check-in and service all current titles on a seame-day basis;
II. Catalog an expected 50 new or changed titles according to agreed .
catalog rules within one week of receipt, -
III. Pursue a program of purification of records by: : : :
Doing & shelf inventory of two librarfes a year.
b Check current catalog records sgainst former records, aining e
to cover letters D t“.rom;h F by guly 1973."

&
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Example 2. A circulation unit might conce;vably specify its goals as follows:

"To deploy existing resources 8o &s to:
4

I. Reshelve most returned books within four working hours.
IT. Reduce the,frequenpy of hag}ng pa%rons wait more than S5 minutes.
: &

‘ { III. Maintein existing level of accuracy of circulation recofds.

/

IV. Read shelves at least once & semester:':

Both examples are meant to be illustrative and hot comprehensive. - -
2 - Some goals may be more down-to-earth than others. " s

> - There remains scope for strategy,and innovation within these -
goals. For example,‘'an ingenious circulation librarian might
. §iacover that he could achieve his goals in Example 2 better by
 increasing the allocation of effort to shelfreading because this -
resulted in easier and faster reshelving. . S
4 - The. performance.goals of a unit should be agreed upoh within the
framework of the existing and future systemwide objectives {Level II),
perceived priorities and available resources. -
C .o ‘

MISSION STATEMENT . R k

L4

" Even after agreement had been reacheg on a working definition of what the '
~ term 'mission’ meant, difficulties remained in developing & mission statement
for the Libraries/AVC. : ,

o~

Clearly, as a supporting service, the Mission of the Libfazies/Avc ‘Wes
directly related o the mission of the university.. Unfortunately the univer-
#ity's mission not only unclear but, at that time, a matter of controversy,

' Reviewing Mission statements from other research libraries pinpointed differ-
ences in approach, Some felt that a mission statement had an important public
relations role and, therefore, should be phrased accordingly, Others felt that
it should be regarded strictly as a working docvment and that; therefore, a-
"pare bones” edition would be more practical, The skeletal form was finally- . °
selected because it was feit that it would be less susceptible to change and,
therefore, better sble to survive the test of time, ‘ .

-

The Statemsfit of Mission and’ Tmplementation presented in Exhibit 1 was in a
state of almost constant revision for almost three months., An initial draft, .
prepared before the study began, by Director -Dagnese, was revised by the Adminis-
trative Comiittee and then reviewed by the Administrative Council, Jhe study -
teem discussed it at length, substantially rewrote it, reviewed it wish Director
Degniese. It was then distributed td all Libraries/AVC staff for commént and *
discussion at two open meetings. It was also sent to the Provost and to the
University Senate Library Committee for toement, While any individual would pro-
bably phrase these matters in 2 different way, the’stotement recommended here
18 believed to be generally acceptable; . The main difference of opinion, other
than the choice between '"P,R,"” and ™skeletal" versions, concerns the extent to ,
which the Libraries/AVC should be involved in producing information. A state-
ment of minority opinion was therefore prepar{g. N _
, g - B ¢ = ;
The following notes are intended to elucidate the Mission statement which
 should be seen as a logical progression, The Mission statement itself is the
overall definition of what business the Libraries/AVC is in, The Implementation

-
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STATEMENT | November 20, 1972
MISSION

The mission of Purduc University Libraries and Audio-Viasusl C nter is to
meet the informational reQuirements of the total University commun ty

LEMENTATION
1. To assess. the informational requirements of the University community

on a continuingzbasis by formal and informal interaction with all
other elements of the University community.

2. To aelect from available information that portion most applicable to
the requirementsqpf the University community. ¢ .

3. To acquire, organize and arrange these informational resources in a
manner and in a physical setting most conducive to their use.,

L, To interpret and. publicize these resources thrqugh inforgational and
educative services in order to increase the benefits of he Libraries
and Audio-Visual Center to all members of the University community

5. To make available, interpret and publicize an additional range of )
informational resources and services by active collaboration with
other institutions through interlibrary loan,: rinformation networks,

— and other .cooperative arrangements

6. ‘To study the operations and sérvices provided by the Libraries and
Audio-Visual Center to assure effective use of available resourtes. ¥

T. To prescnt and 1nterpret to the funders the fiscal and other needs
of the Libraries and Audio-Visual Center.
8. To provide an carironment in which to develop and maintain a capable
staff. W&
9.. To anticipate and plan ‘for future developments in informational needs
and services which are likely to affect the University community. \\/
! ‘ .

v N 'v.

‘Exhibit 1 - ' !

<O
2

a ’ . Lo
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statements fall into three sections: |

1 =-- ., Determining what is needed;

2-5-- Making available what is needed, either by local
resources (2-8) or by access to resources elsewhere (5)

6-9-- Enhancing the competence and efficiency of the Libraries/AVC
in terms of resources, management and planning 4n order to
perform 1-5.

Other points to bear in mind are:

i. The use of the phrase "total University Community”!in the Mission
Statement is borrowed Prom a past Purdue President ‘and meant, to include not only
the Lafayette campus students, faculty and staff, dbut all of its extensions and
the citizens6f Indiana, The word "total", included in the Mission Statement for -
added emphasis on the inclusiveness of the Statement, was dropped in the Implemen-.
tation section for convenience but does not imply a change of emphasis.

11, Objective 2 read “skillful selection", dbut "skillful™ was dropped because
i1t was f=21t by the majority to be understood.

1ii. The adjective "available" was substituted for "recorded” in Objective 2
because it was felt that “recorded” was too restrictive. JIt's possible thet a
patron, seeking scme information, might be referred to as & “human resource",
‘i,e., » person specialized in a particular area for his answer,

< .

iv. .The Objectives 4 and 5 the word "publicize"™ was used to emphasize the -
active rather than passive role which the Committée felt the Librariea/AvVC
should take. In this regard it may be noted that the University Senate Library
Committee asked the study $Seam to stress the need for Libraries to do more than
acquire, organize and sotre material. .The Committee felt that much greater
emphasis needed to be given to the librarian's role in accessing information--
almost to the personal, one to one, level and that thia activity is being
increasingly importent. ’ '

v. The word "funders in'Objective 7 is used in the business sense to imply

all those who control or influence thel financial support of the Libraries/AVC, .
e.g., taxpayers of the State of Indiana, Purdue University s tudents, Purdue Uni-
_versity administration and faculty, the Indiana State legislature, industry,

. Toundations and the Federal Govermment. ’

J .
- ¥i. The term "staff" is meant to include support staff and professional staff.
Objective 3 is not meant as an indictment of the present staff which the Study
Comittee felt was eapable. It was, however, a rejection of phrases such as
“meaningful” or "relevant® which the Committee rejected as superficial from overuse.

In the initial stage of this study the "Magnificent Seven" realized that
becpuse of the diversified membership of the Committee, there would certainly bs
differences in opinions. It was felt that not all of these differernces would de
or in some cases even should be resolved. Therefore, it was agreed that the
majority would rule, but that the dissenting minority should have an opportunity
to express an epinion in each phase draft report. In this case the following
minority opinion was prepared: h .

o
Q
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MINCRITY CPINICHN by Carl staftford

I feel that the Libraries/Audio-Visual Center should become involved in
the whole spectrum of producing-using recorded information: .from inception
+o the utilization of the information. For the following discussion, I would
like to break the above mentioned spectrum into four parts: 1) 1ncept;on,
2) development, 3) production (recording) and 4) utilization.

, 7

In the inception part, I feel that Libraries/AVC should point out to
potential producers, areas of information that have not been covered or covered
insufficiently. Also the lerarles/AVC should point out contradictions and
possible correlations in information if discgvered. )

1n the development section, the Livraries/Audio-Visual Center should act
a3 consultants on what would be the best media or medias in which to record the
information. Also the Libraries/AVC should point out the best types of organi-
zation to be used to present the information.

In the production, (recording) section, the Libraries/AVC should act as
an information source as to where to get the information recorded. This does
not preclude the possibility of the lerarles/AVC doing production. The
Libraries/AVC should also instruct producers in how to get the information
recorded. Finally, the Libraries/AVC should do proofing of the information
before recording.

- In the utilization section, the Libraries should be involved in the
acqQuisition of recorded Lnformaﬁlon. But the Libraries/AVC should also select,
which means checking each unit. of recorded information against a published set
of criteria. In addition, the recorded informatior should be organized for ‘
storage in such a fashion as to insure easy, fast and accurate retrieval. Also
there should be help given to the consumer enabling him or her to ask the right
questions =c as to retrieve the information necessary to solve his needs. This
help should also include a follow-up to insure that the retrieved inforration
fulfilled the customer's needs. This information should be feedback to the
inception and/or development stages. .

One other area that shouid be considered is the area of research into how
to rrot ntitize inferustirr. I feel that the Libraries/AVC should be involved in
and encouraging the pursuit of research into how to increase the quality of
recorded information in all four sections of the spectrum.

In summary, I feel there are four, possibly five, sections.to the spectrum
of recorded information and that the L1br&r1es/AVC should be involved in all of
these areas. However, 1 feel that the mission statement and objectives only
make a commitment to a very small area of the utili zntlon 3ection. This then is the
reason for this paper.



D.1l. What would you consider to be the advantages of the<general adoption of
‘formal level IIi Performance.Goals for each unit? .

There were varied views concerning %the advantages general adoption of formsal -~
Level JII Performance Goals for each Unit. One respondent saw none. The
remainder tended to stress that the use of goals could be expected to lead

to: ‘

bette; asdignment of resources and priorities (6 mentions)

- better analysis of the role of the unit (5 mentions)”

- motivation for/sense of achievement (M memtions) o
- better understanding of duties, especially during training '
(M mentions)

- more pur?bseful organization/management (3 l.ntis-l)
- better monitoring (3 mentions) .
Cne view is that in a well-run unit Level III Performance Goals are unnecessary

D.2. Tne disadvantages?

A variety/of'disadvantages were seegf In some cases these were potential
disadvantages or dangers. Especially frequently mentioned were:

- continuing effort needed to establish and revise goals
- removing of incentive to excel

- danger of becoming too rigid or restricting

In addition their general adoptiom was regarded further bureaucratizing the

libraries and s "downgradisg of expected professiessl sttitudes”. -
E.1l. o i their use wo ld be feasible? .
“Yes:. .8 No: 1 Other replies 7

Theie seems to be & strong feeling that their introduction would be difficult
that resources would have to be matched to the goals and that allowancé
made for factors outside the control of the unit concerned. Furthermore

.4 goals would be mo:e applicable in scme areas than others. :

E.2. If so. do xou #hink their use would be desirable? .
Yes: -8 ' .. No: 1 Other replies: 8
Similarlyﬂﬁ‘cautious endorsement.
- . ¢
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Recommendation

The study team recommends that adoption of the statment of Mission and
%luentation as a basis for the development of the Libraries and Audlo-
v Center. This statement should be used as a basis in reviewing the actual
and proposed programs of the Libraries and Audio=Visual Center and should itself
be subject to review,

~

PERFORMARCE GOALS . ‘ .

Whereas the statement of Mission and Implementation is intended to relate to.
the Libraries/AVC as a whole, performance goals are.seen as designed for individual
units (or individuals) within the library system, They are, as defined and
illustrated’ above, intended to act as guidelines for day-to-day decisious con-
cerning priorities, use of time and resources, and as a yardstick by which to
assess performance and results,

' The study team conducizd an inqujry designed to ueek ‘the vievs and experience
of heads of some thirty rather arbitrprily defined %units"™ within the Libra.ries/AVc.
The questions ssked and the seventeen' replies received can be nn-a.rized as
follows; . ‘ ,_

A. 1, Have 5 g ﬁﬂence of using written Level III Performance G« Goa.‘l.s
"in ue JLibraries/AVC?
Most respond ave any experience of naing written Level III

Performance Gosls in the Purdue Libraries/AVC, but a aigm.fica.nt
‘minority (about ome-third) do. .

‘A. 2. How far have % used written statements of & vsguer nature?
Fewer respondents used wr n statemencs of a vaguer nature,
A. 3. How far, in work, do you use umwritten (even unspokem!

Level III Performance GO as a le?
Near Tespo 8 use wnwritten cpm as a guide to action,

B. Are you aware of mne at Purdue Libra.riu/Avc who could ansver "Yes"
’ Ac o = Ac

Very fev.were aware of the use of Level ITI Perrornnce Goals bi other
Purdue Lﬂ)ra.rie-/Avc people.

P»

¢ A ¢ you aware of any such experience in llbrarles elsewhere?

Very few were aware of the use of Level III Performance Goals by others
elsewhere.
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Recommendation

~e

The responses could be taken to .suggest that the respondents are, with -
reservations, more in favor of the use of goals than their present usage would
~ indicate, ‘ ‘

3T7. The study team believes that moving toward the broad use of Level III
performance goals will make a significant contribution to more effective Librar-
1elfAﬂio-v1ma.l Center operations, The study teem is conscious that there may
be significent problems inthe implementation of level III performance goals

in the Libraries/Audio-Visual Center enviromment., Nevertheless, the study toeam
recommends that the use of Level IIT performance goals be tried in one or more
parts of the Libraries/Audio-Visual Center system on an mxperimental basis,

¥
N



\__// CHAPTER III ¢

PLANNING

This chapter 1s based on the report of the Task Force on Planning.
Membership of the Task Force was O. Dunn, H, Schroyer, R. Simon, C,
Stafford, Chai rson, end T, Zidar.
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Introduction

0y

\

This chapter is concerned with planning as & procesis and not with plans
per se, The first step in the study of the planning procéss was to define it:

The planning process is the organized, logical approach and continuing
process to professionally assess, evaiuate and forecast the needs and
rescurces (human and physical) of the system in order to maximize the
coofdination of the components, creatively develop the necessary pro-
grams and fulfill the needs of the clientele resulting in a nore effec~
tive working ltrnctnre

As a gecond step, the Task !oree intervieved several University officials in
order to find out what type of planning process was in effect at Purdue and what
the Libraries/AVe's relationship was to it. The University officials interviewed
were Jolm Hicks (Executive Assistant to the President), John M. Cassady, (Chair-.
man, University Senate Library Committee), William Remers (Chairman, Educational
Equipment and Aids Cosmittee), and T. Michael Elliott (Assistant Provost), " They
indicated that enrollment predictions, planning forecasts and procedures have
been decentralized, . A prime factor of this decentralization has bdeen University
administration’s policy of appointing strong Deans who run their -choola and
compete with each other for available funds,

Ooncurrentiy, tﬁere appear to be two endeavours which will facilitate a more
formalized and centralized planning process.at Purdue. The first endeavor is the-

f

o

creation of an office which is charged with general institutional planning includ-

ing long range planning as well as budgetary responsibility and liaison with the
Commission on Higler Education for the State of Indiana. This office is headed
by Dr. Elliott (Ed. D., Higher Education Administration). The second endeavour is
the creation of the Commission on Higher Education for the State of Indiana, '
ehlrged by statute to coordinate the plan for higher education in Indiana.

The third step was to use the six principles of planning as bases for evalu-

ating our present planning process and for. making recommendations. for future,

viable planning. ' _ 7 . S

cegt @

3 FoIIcwing are the six principles:

. 1) " University plans and the Libraries/AVC plans should be carefully

. interrelated.

\" 2)  The approach the Libraries/AVC takes to planning should itself be
planned.

" %) ‘ The ILibraries/AVC plahning should be logical, comprehensive, and :f:?,lfﬁ

action-oriented.
L) The Libraries/AVC should pursue & continucus planning effort that
o relates the formal orgshization to the basic steps of a planning
7 framework and productively involves the Livraries/AVC staff memhers.
~'5)" Substantial staff skills should be committed to the continuing
. planning effort. ”
“6)  The Libraries/AVE planning effort should utilize resognized msnage-"
ment, tools such as forecastihg, obdective setting, and programming
of courses of action. .

e

Before proceeding, it ie necessary to make a distinction between short
middle and long range planning. The short range planning encompasses the preaent
to one or*two years in the future. Short range should include great emphasis on

O AV
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all levels of mznagement resulting in strong: guidelines for day-to-day operations.

“~
o8
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Middle range planning contains plans from the present to five years in the future.
It gives overall guidance for-the formulation of the detailed short range planning.

‘Long range planning includes the presenp to ten years plus. The length of the long

range period of planning for the Libraries/AVC would depend on the areas under
study and the length of the period of long range planning as defined by the afore-
mentioned office charged with University planning. Long range planning will be dk
a general and global level.

University plans and the Libraries/AVC
plans should be carefully interrelated.

Historically there has been little evidence of strong central planning except
for theé short range type which is tied to the budget and the long range type for
the allocation of funds for structures. Recognizing this past state of affairs, the

University has delegated the respornsibility for planning to the aformentioned office,
vhich after the current budgeting crises have been successfully resolved, will pursue

a course of coordinated centralized planning. Once this more fofmal planning pro-
ceas has been initiated there should be forthccaming planning documents for the
total University which will enable thé Libraries/AVC to interrelate its planning
process es an inherent part of the overall University planning.

It should be emphasized that it 18 the feeling of the Stwdy Tesm that it is
mutually incumbent and .essential upon the University and the Libraries/AVC to.. .. -
interrelate their planning processes in order to fulfill their individual and N
related missions,

The approach the Libraries/AVC takes
to planning should itself be p;anned'

Generally, the Libraries/AVC have in the past mét this principle for short
range planning. But by formalizing the planning process to include middle and long
range planning, crisis situations can be minimized in frequency and intensity and:
hopefully refolved into manageable problems before they become crisis situations.:

- Also, good planning must be carefully organized. While this realizatian and

admission i8 in itcelf a major step dard gnod planning, there is still quite
evidently a need for the prupcr establishment of carefully thought out procedures
for the organization of planning on every level of supervision within the Libraries/
AVC. However, for all intents and pwposes, middle and long range planning did not
exist except for planning building funds. In addition, the diverse natures of

the departmental libraries have made it exceedingly difficult to consistently cen-

‘tralize the planning for the Libraries/AVC.

wll Toxt Provided by ERIC

[Kc l

By the sare token, the Libraries/AVC's planning needs to mesh with the Uni-
versity planning activities. One of the characteristics.of this formalized planning
process would be the delegation of responsibility for planning to an office in the
Libraries/AVC administration. This office would be_organized to inﬂlude the essen-
tial involvement of the engiire staff, Indeed the e-phanil would be on the stimu-
lation and coordination rather than the initiation of plams. Another characteristic
would be contimuing quality comtrol which vould reviev and ypdate the planning pro-
duced by the aforementioned process.

Libraries/AVC planning should be lagical,

comprehensive and action-oriented

The Libraries/AVC have generally met this prlnciple for short range planning.
In order to meet- this principle more fully in the future ~n all levels of planning,

- wwv o'y

<
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. linlr- Seam feels ,tilt- oms person lhanla be
given the responsibility to oversee that planning is done and that & planning pro-

‘cess is established. It is also felt that the planning process should be tied £0

statements of mission, philosophy &and objectives and that these statements should

be .used to assess the ends the Libraries/AVC wish to achieve. When these ends are
formulated, the strengths and weaknesses of thé present services, program, personnel
space and financial support should be" eonsidered in order to plan the future develop-
ment and policies  of the Libraries/AVC.. It is necessary that the units produce-short
finge plans coordinating the overall Libraries/AVC's plans within all three planning
time periods. The office in charge of planning-sets up & time table with assigned

responsibilities to the complete staff. \\ Ry
. \\. . . ,
Libraries/AVC should ﬁggsue a_contintous planning
Vo ' effort that relates the Mrmal organization td the ) \\

basic steps of a planningiframework and productive
involves the Libraries/AVCEgtaff mémbers. )

-

The Task Force feels that the entire staff shon d have continuing input into
the planning process. It is felt that gocuments relating to planning should be avail-
able to the staff. There should be at least an anmial review of all existimg plans
by the entire staff. Encouraging and aiding the staff in keeping abreast of the
current developments, techniques, latest advancements is a prime requisite in the
planning process. ‘ , > ;\ ’ i

o

Substantial staff skill should be com-
mitted to the continuing planning effort

‘ .

It has been stated that an office should be given this responsibility for the
planhing process. The responsibilities of this office would be establishing planning
schedules and guidelines, assembling basic information and data needed for identify-
ing bases for evaluation, corrdinating the ovefrall planning effort, and consolida-
ting individual and group unit plans with the master plan,

The abovementioned functions are scme of the more important aspects that this
office performs. 1In addition, the Task Force feels that the position for planning
should have the status and rank .of at least Assistant Director. Since the Libraries/
AVC does not exist in a vacuum, it is necessary to continue involvement in the
planning processes of the facultyy © the administration, and the students.
There should be a continuing productive dialogue in the planning process between the -
abovementioned sources and the Libraries/AVC. Also, outside professional and
technical resources should be drawn on whenever possible.

The Libraries/AVC plenning effort should utilize ,
recognized management tools such as forecast_gg,

/ objective settingl and programming of courses

5" of action
In the past there has been little evidence of long range planning. The Task

Force feels this has been unfortunate because it could have been of valuable assis-

tance in calculating the impact and effect of both recognized and unrecognized

trends in and on Libraries/AVC manegement. Long range forecasting requires suffi-

clent astatistical records for proper quantitative comparisons of past and present

' performances in order to identify significant trends. From these brojected trends,



N

objectives must be developed in Libraries/AVC management:. However, some -research
and development will be necessary to insure the feasability of the objectives and
the processes derived therefrom. ' : :
~ - \ N ‘
It is incumbent upon the plenning process’to include self reviews to check its
- predictions and objeatives. The planning process must prodiice plans that state in
- essence vhat will.haq)pen, by whom and specify the resources needed. The Libraries/
AVC's plans of action!must consist of realistic, workable programs that can reach
optimal implementation, via annual budgets, operational plans and day-to-day activities.
Tt can be stated that conpiderations of both guantity and quality need to be
incorporated into:-a full plamning process, otherwise the system will suffer, If
quality and quantity are considered ‘two independent variables by the planning pro-
cess, the service derived fron\ the planning process will fail to reach the optimum

level desired. ——

.‘}

—
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RECOMMF.NDATIONS

The Study Team makes ‘Ehe following recommendations with respect to the Planning
process, ’

29. The Libra.ries/Avc plenning process should be formalized,

30. The process should have the involvement of the entire atafr, especially with
reap,gct to their own units,

31, The process should interrelate with 1:he~ rest of the University.,
32, The process should contain a qua.litafive control revidw,

. 33, The responsibility for the coordination a.nd initiation of planning should be
. 'us{gned to one person.

= .

4, A Planning 0ffice should be formally established under the supervision of the
Associate Director, bringing together the functions of planning, budgeting,
personnel, management information, systems and tresearch.
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CHAPTER 1V . o
T
</ : -
BUDGETING
¢ ) ]

“This chapter is based on the report of the Task Force on Budgeting. Member=-
ship of the Task Force was Gerl Baumgart; Robert ra.rris » Cheirperson; Richard
Funchouser; and Cha.rles Long. : \

¥
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The Task Force proceeded to compile 488 report in the -following manner:

1. Weekly meet*ngs weré scheduled’wherein all aspects of the Libraries/AVC
budgeting were discussed.

2. Cherles Long, business.administrator for the Libraries/AVC wrote &
-~ deacription of the present budgetlng procedures (Attachment 1).

3. The Task Force examined samples of the.deeision element forms used
in the budgeting procedure (Attachment 2). '

b, Mr. Long provided a summary of the 1972/73 fiscal requests which shows
* the original preliminary budget request based on the decision elements, .
the reviged preliminary budget request based on minimum needs, and the
new funds actually received (Attachment 3): :
- 5. Input was solicit°d from supervisors
6. The Task Force interviewed Mr. Dowden, Assistant Director for Reader Services,

7. The Task Force familiariZed themselves with theuassigned readings.

3 . S
. * PR .
: L t GENERAL OBSERVATIONS v , a0
V A9
The overall budgeting .process is a complex procedure much of which
is dictated by forces over which the Libraries/AVC or even Purdue- Univer- o
sity hss little control.
Most orgsnizations and especially governmental organizations have .
developed an annual budgeting exercise which usuably takes the following
form: ]

1. An unrealistic budget request is submitted which asks for more

' funds than the agency really expects to receive. .

2. A more realistic budget is prepared which purﬁbrtedly identified . -
the minimum amount of funds necessary to operate without deteri-
oration of quality in the ongoing programs of the agency.

3. The actual money allocated is almost always less than either of
the above requests. .

N : )
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. ; It is questionable tizether or not the time and, effor . expended

S in this lengthy and elaborate ritual cen be justified, nevertheless,
because of the vagaries built into the system, it would appear that
an honest, realistic initial budget request would never be granted.

~n

THE ROLE OF THE'LIBRARIES/AVC

~ - The Libraries/AVC is not spared from this annusl time corsuming

' routide. It completes the above outlined steps and customarily re-
_ceives an increase in funds. Fart of this increase represents & fixed
percentage increase in salarics and wages and the other part repre-
sents new money for other purposes. One favorable feature of the
present procéss is the flexibility allowed for the expenditure of this
other purpose money. The Libraries/AVC can allocate it in whatever way
18 deemed best, however, once ike overall University budget is approved
by the Board of Trustees, any subsequent reallocation of funds requires
special approval from the Provost. :

The fact of the matter is that in recent years, any new money has
hardly been enough to compensate for constantly inflating costs. This .
has mede it extremely difficult for the Libraries/AVC to institute any S
new programs. Only occasional budget items, such as the courier service
(subsequently rensmed the book delivery service) or the refurbishing of study tables,
o Bave bad enough appesl to elicit increased funds from the University budget sdminlstre

The Libraries/AVC have not a_ways been sufficiently informed about )
prospective plans and programs of other University schools and depart- e
ments to be able to coordinate their budget requests with what 1is
actually heppening or with what is about to happen in the University '
community., This has been demonstrated several times in the recent past
“by certain departments instituting new doctoral-degree programs with )
little regard for inadequate Look resources and even less effort being

' made to aid the libraries in increasing their book budget. The opposite
bt effect occurred several vears ago when the HSSE School succeeded in o -

. achiéving a huge increase in their book funds with hardly any considera- .

. “tion being given to the problems thic crcated for the library in terms

of the need for more personnel, space, equipment, etc. L )

On other occasions, some deparimental libraries have been granted
ddditional space in-the buildings they were housed in only to discover .
that meximum use of this space was difficult because there was no ’
accompanying ipcrease in the capital equipment funds to provide the o
necessary furniture and shelving. '

THE RCLE OF THE SUPERVISORS

The mdjority of the‘supérvisors {~2l they have verj-little input
in the mékeup of the budget. However, few had any concrete suggestions
as to how to improve the existing budgetary process.
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Balaries -

| Apparently all supervisors are consulted about the hour

will be paid each individual employee for the coming year. 3§;':g:l::t:;I;gi§gt
is that too many support staff salaries remain pegsed at the minimum University
rate scales. These University wide rates have been increasing by five to fifteen

seutl‘pgr year, 8ince the clerical increases rarely ever exceed these mandatory
r‘nliu » many clerks are never able to rise above their miniaum rate., Rarely

;;bthoro enough money lefi over to reward thosqimployees doing an outstanding

/‘ There 1s a définite need to define whnat constitutes a merit increase as

well as to clarify how a merit award system works, ’
Personnel

Very few supervisors feel they are consulted conceruing-the
number of staff they consider necessary to perform the workload they
foresee for the coming year. Readers Services are asked informally
at a meeting to make requests for ‘whatever additional personnel they
think are necessary. The Technical Services seem to operate more
on & crisis basis receiving additional personnel only when demplaints
from influentisl sources force the expansion of Units in order to
alleviate beck logs. )

Sunplies and Equipment

?eaderé Services librarians are also asked during the year to
send {n requests for major supplies and equipment. This is usually
done informally at & meeting. Some Technical Services Unit heads have
adopted the routine of appending a list of their equipment needs to
their annual report. ' *

One-major ccmplaint is that there is rarely eny response from
the library administration as to whether or not these requests will
ve fuifilled. The equipment either arrives during the year or eise
{t doesn't. A partial list was circulated this past year showing
what had been ordered up to that date but containing no information
a8 to whether or not the remeining requested equipment would ever be
ordered. . .

Some departmental librarians resent the fact that in EQ%; instances
thei§ requests are answered by & coun -request from the liBrary adminis-
trators asking them to seek the necessary funds from their Department
Head and/or School Deen. It is felt this is an undesirable as well as =
a self-defeating practice since in essence it conceals the true cost of
operating our decentralized library system.

There is no allowance in the budget faor meintenance and repairs
of a minor nature for which outside services are unavailable, such as
assembling equipment which comes in pieces, repairing tahles and chairs,
minor electrical repairs, replacing paper cutter blades, etc., etc., ete.
This type of need could best be satisfied by the addition of a full time
handymen in the budget. Money should be budgeted for the express purpose °

of replacing worn-out or obsolete equipment.
. ) .




Library Materials VYYD L

¢

Most supervisors do not have any input concerpirig the amounts
of money allocated for books and serials. Unfortunately, this sum
is dependent upon the amount of money allocated to the libraries by
the University and thelr amount usually remains proportionately the
same as the previous year.

’ ‘Some departmental librarians have acquired an almost independent'
attitude in this area since they have grown accustomed to receivirg
large grants frcm non-library sources with which they satisfy their
book buying requirements. Some University departments are also trans-
ferring funds from their S & E budgets to the Libraries/AVC book
budget. While it would be foolhardy to discourage either of these
practices, they do crease an unsound situation. Neither of these
sources of funds can be depended upon to continue indefinitely. Also
"the failure to include these additional sources of funds in the annual

- ‘book budget totals distorts the actual costs of operations.

Some supervisors felt there should be a special allotment in the
book budget for the purchase of blbllographical materials such as
the G. K. Hall book catalogs.

There was & complaint from the General Library alleging that they are being
short changed in the budgeting procedure since they are considered as Jjust one of
28 libraries, whereas in terma of books redeived, mmber of users, number of
bouks and reference questions answered they ca.n'y roughly half the workload of -
the entire system,

There were ueveral complaints concerning the account procedures used for sub-
acript:lpn and continuation orders:

(a) Standing orders for :eregularly published monographic series are included
with the figures for regularly published journal snt:.script‘.1.::m|s° It was recommended
that these =t=nding orders for™irregular issues be serarated from journal subscrip-
tions and combined with continuat:lon orderl.

-(b) There was a \ recommendation that departmental libraries be given one
lump sum for books and serials along with the authority to spand this money on
either books or serials depending on the needs of the particular library, .

(S

(¢) The monthly accounting gheets should be broken down by account numbers.

(a4) continuation orders should be arranged ‘by the ordering libraries in
order to provide them with a clea.rer picture of the anount of money committed
for the year,:

Along with this was a request for better statements concerning
the status of book orders.

Conclusion

Budgeting is a complex process which is interrelated with several
other facets of this Management Study such as Planning, Organization,
Management Information and Policy.

If there is to be a major overhaul of the present budgeting
procedures, it should be done gradually and in conjunction with major
overhauls in these other areas.
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RECOMMENDA TIO NS

17.

o,

b1,

( 50.

The Study Team makes the following recommendations with respect to Budgeting.

In order to ensure cooridnation of academic programs with library needs, commi-
nication between the L:lbra.ries/Avc and all acedemic departments should be
improved. )
iong range budgeting for priority items desired by the librery should be
instituted in conjunction with long range planning.

Supervisors should have more input into the budgeting process. A question=-
naire should be designed and sent out at an appropriate time each year on
which they could list requests for-additional personnel, equipment and
materials along with their reasons for these additional needs., If these
requests are given serious consideration, the supervisor should be called
in to further justify these needs. If the requests are not given serious
consideration, the supervisor should be so informed,

The entire concept of merit raises with respect to both the principle and .
the mecahnics deserves a thorough review, especially in connection with the
effects of the Bracket Index, the giving of merit ro.iaes during the year,

: a.nd ‘the use of salary asvings.

The Libraries/AVC should gradually assume the full cost of providing furni-"
ture, equipment and wages for the departmsntal libraries and discontimue
relying on additional funds from the University departments for these pur-
poses,

Provision should be made, in ata.ff:lng the Libraries, for minor repairs to be
handled :lnterna.l]y.

The school, depa.rfznental a.nd floor librarians should use more 1nitiat1ve
and control in developing collections relevant- to Purdue's needs.

The total book budget figures should reflect the additional book funds
received from outside sources. ,

The present allocation of funds for library materials for the various
subject areas should be studied in order to determine if 'chere could be
a more equitable diltribution.

The accwnting procednres for the' 'pu.rchue of subscriptions snd continua-
tions should be studied and revised so that clearer and more detailed
reports vuuld be available.
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ATTACHMENT 1
_BUDGET TASK FOKCE . 060054
i ' BUDGETING
Rt {
The University Administration is presently working toward a lO year,
F five year, biennial and annual budgeting format which is always subgect to
reviaion, but does provide a budgetlng vehicle for planned sequencing of
N~ budget areas.
The current budget method:
1. Preliminary budget submitted in the fall of each year to the
Provost for the coming fiscal year. ‘
- .
A. Procedure -- )
1. Requests submitted on decision elements arranged in
priority sequence by fiscal year, usually submitted
: for one to three year periods. This system is de-
- signed to incorporate long range grals with short
range goals. See sttachment for example of ' ]
Decision Element.
2. Normally on preliminary budget requests there is
no restriction on dollar requests.
L 3. 'The timing of preliminery budget requests is depen-
- dent upon the activities of the State Leglslature.
- Generally speaking, in odd numbered years, when the
Legislature is in session, the budget will nqt be
due until late in the spring of the ye&r.
2. Once the preliminary hidget requests have been submitted and the
. University is aware of the available funds for the coming year,
allocations are made to each school based onh the information
g
& submitted on the Decision Elements. Since the preliminary budget
' . regquests were not restricted-as to the‘ddilar ampount, experience
of past yearsJ indicate the funds received will be considerably
less than the amount requested. This action results in a number
of things to be considered: "., 5
A. If long range budget plans properly incorporated the sihort
range goals this .change in the funding level necessitates
a change in long range budgeting positions. Inadequate
funding for the coming year throws off the schedule for
the future years.
B. Since the fundlng for the coming years is less than the
requests a re-arrangement of prlorltles must be made

~ ' based on the amount of funding received.
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ATTACHMENT 1
C. The additional funds for the new year are usually divided
between salary increase money and new money. We do not
have to request salary increase money. The University
administration determines the dollar increase based on a
- previously determined percentage increase which is then
applied to each existing salary budget. Each element of
the University is permitted to re-allocate its funds at
budget time switching from one category to another pro-
vided the changes are justified. The rules for budget
preparation remain basically the same each year, but
changes are-made and special approvals are granted to
* allow some flexibility. ' ] .
At the level of the Libraries and AYC the following
actions tske place.\

1. The salary increase money is allocated usually on
& percentage basis equal to that given by the
University to each division and unit. Individual
merit increases are determined by the appropriate
supervisprs.

5. After it is determined how all funds will be allocated for the
next fiécal year the information is put into tﬁé appropriate format.
&he format is presented to the Unlversity Administration in totals
of -- Salaries and Wages, Supplies, Capital and Library Materials.
Once the allocetion of funds is determined at budget time any re-
allocation of funds thereafter requires«special approval from the
Provost's Office. Any change requires an appropriate justification
on the part.of the Director of Libraries and Audio-Visual Center.
4. Each year in the spring, after the Director of Libraries and Audio-

Visual Center has pfesented the budget for consideration, a fofhal
meeting 1s set up with the President of the University to review
the budget. At this time the Director hes the opportunity to
meke comments, sﬁecial requests ‘and generally discuss the funding
for the Libraries and Audio-Visual Center. In many instances th€" F
Director is called on to justify his actions resulting fromlthe
allocation of funds. ' |

After the formal budget presentation, the budget is presented to the Board

of Trustees of the University for final approval.‘
At this point the cycle of budgeting beginé anew with preliminary budgets -
. and plans for the coming years. ‘




ATTACHMENT 2

PURDUE UNIVERSITY
DECISION ELEMENT

1973-74
Fiscal Year
/] New Function ' Libraries/AVC
: School or Area
\'Z:::7 Function Expansion or Improvement Reader Scrvices
. , Department
1530 :
Department No. Element No.
6
Category Major No. - Sud No.
I. SUMMARY ' f
" A. Campus Libraries Courier Service ’ N
Brief Name of Request R T~
B. PRIGRITY _ 73-74 1
Year Department Priority No. School or Unit Priority No.
C. APPROVAL - 9/15/72 9/18/72
Dept. Head Signature .Date Dean or Director Date
' Signature RN

II. DESCRIPTION AND JUSTIFICATION

Describe the nature and purpose of the request with particular emphasis on how it
\~ relates to your mission. Indicate both tangible and intangible benefits and outputs
ot anticipated. Enumerate alternatives considered and the criteria used in the selection
- of this alternative. Identify any contingencies that may be present (legislation,
matching fundg, etc.). Attach sddjtional shcets if needed.

: The effectiveness of a librarlies system is dependent in part on its abllity to
- deploy materials where they will do the most gool at the time they are needed. The
libraries on the Lafayette campus together hold an outstanding collection of
materials in agriculture, the sciences, and engineering but access to these
. materials is uneven because of scatterec locations around the campus, inadequate
lidrary quarters, limited staffing, etc.

As a means of making better use of the materials that are avallable 1t
is proposed that a courier service be established to provide frequent and rapid
delivery of materials between the libraries on the Lafayette campus, including
the 9th street warehouse.

D&plication of materials is a partial alternative, but it:is clear that
there cannot be unlimited duplication to meet every demand. It is also -
apparent that increasing use will acre to be made of storage spaces wherever

available.

Funding for a .50FTC position on a non-recurring basis was granted for
1972-73. It i8 recquested that thig position be funded full-time on a recurring
basis beginning with 1973-7k. A half-time position will permit only partial
implementation of a pick up and delivery service among the 29 libraries in the
system as well as additional locations in academic buildings and residence hall

«~ locetions.
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ATTACHMENT 2
IfI. PERSONNEL .
' | ' .
Summnarize the duties, responsibilities and salar each staff addition. 1Indi-
cate if positions are academic or fiscal year appointments. The total detailed below

must agree with each of the personnel categories listed on Page L. Assume no salary
increases from year to year, show only additional positions among the years.

= Truck Driver ‘
Operate truck for rapid courier service between libraries, and other
locations. 1Is responsible for security of materials handled.

Fiscal year appointment. $6240 '

_J. SUPPLIES AND EXFENSE

Additional funds requested for supply and expense ltems should be explained and
related to specific needs, i.e. increased leboratory supplies for incredsed enroll-
ments, transportation, equipment repair, communications, etc. The total must agree
with the Supplies and Expense total shown on Page k.

Equipnenf operation and maintenance

N

V. CAPITAL

Capital equipment items should be listed below and their total must agree with
the Capital Category total shown on Page k4.
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ATTACHMENT 2

»~¢I. OTHER SUPPORT

Irclude in this section additionel funds requested for Library, A/V Center, Compu-
ter and other support services. Total must agree with Other Support total on Page k.

VII. SPACE REQUIREMENTS 4

.

List below in the following categories space needs associated with this request:

A. Change in use required of space assigned to department but no remodeling
required. Identify roaus. *

B. Alteration of assigned space required. Describe and identify rooms.

C. Additional space required other than that which is assigned.

* At a mirimum you should consider your space needs for classrooms, teaching

~ laboratories, research laboratories and offices. Your requests in categories A,
B and C must be cleared through Schedules and Space. Additionally, space requests
for the immediate budget year must be supported by Physical Plant estimetes. Total
of space costs must agree with Space Category totel listed on Page k4.

VIII. FUNDING SOURCES

N

Please indicate all dources of funding (including departmental) for the request.
If matching is involved describe the arrangement. Anticipated users of Reserves -
should be identified. Include income estimates if appropriate. Gift, grant or
_ contract arrangements should be shown. Indicate any obligations that are assumed by
acceptance of outside funds. List total of this section on Page k.

N

IX. MINIMUM FUNDS REQUIRED * o a

If not fully funded, what would be the minimum amount required to undertake the
requested activity?

G
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CHAPTER V

o » MANAGEMENT INFORMATION

This chapter is based on the report of the Task Force on Mansgement Infor-
mation, Membership of the Task Force was W. Corya, J. M. Houkes, D. Moses,
‘M, Skinner and D, Tolllver.
' \
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-INTRODUCTIOR | o~ ‘
Management Information has been defined as the process of securing and
analyzing informatlion on library activities that 1s required for management
control. The function of Mangigement Information is to support the library
manager in making necessary decisions. .

' Mansgement Tnformation must serve policy making management at the top
level and operating management at the mia&le level of the organization for
purposes of, respectively, devising future plans and controlling day to-day
operations.

These levels are defined by Anthony as strategic pianning and management
Acontrol. S/ .

Strategib plahning.is the process of deciding on objectives
of the organization, on changes in these objectives, on the

{ regources used to attain these objectives, and on the poli--
cies that are to govern the acquisition, use, and diaposition
'of ‘these resources.

\ Management control is the process by which mandgers assure
7. that resources are obtained and used effectively and effi- -
ciently in the accomplishment of the organization's objec-
tives.* :
. i

‘B&CKGROUND
ﬁ

- Concern for accountability in education has been‘reflected at all levels; .
local, state, and nationally through many programs, articles, and reports.
The' Carnegie Commission’s report entitled The Fourth Revolution affords an
eXcellent example of national concern and future trends in higher education.
This report provides emphasis and outlines philosophy. and programs required
to maintain quality in higher education through the coming years. The State
of Indiana recently formed & Commission for Higher Education t¢ plan and’

- coordinaté state-wide developments among the public-supported state institu-
_tions. Purdue, lead by a new President and administration, including a new
Director of Libraries/AVC, currently is éxemining sevéral alternatives to
meeting its mission and on-going programs. Thus, these forces_have greatly

enhanced the .potential and need for using management informatidn ert ectively
in the coming years within the Purdur Universify Libraries/AVC. -

Currently, much information is collected within the Librariesﬁlvc.. How-
ever, the value and use of this information is sometimes spotty and limited.
~ This is not| to infer that information is not consciously collected:and reviewed,
hut' rather that epecifit management goals are nct the basis for which stetistics
have been kept. Much of what currently 1s collected is based on programs,

e

*Robert N. Anthony, Planning and Control Systems: A Framework for
Analyeis, Harvard, 1965. )

-
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policies, and procedures of past administrations when the University was
undergoing a perio& of great growth 'and, quite naturally, Was beset with
problems and priorities unlike those faced today. Annual reports contaihing
quantity counts, i.e., materials checked out, in-library usage, patrons
entering or leaving, etc., along with narrative descriptions of services ,
provided and the quality thereof were quite sufficient to justify and J
support future budgetary requests. . ' :

fot? ‘ '
The Libraries/AVC is very susceptible to cutside stimulus. Strong cri-
ticism has been launched from most every corner of the campus--weaknesses in
subject collections, inability to respond to specific requésts; indifference

of personnel; inadequate facilities; processing lags; circulation problems; % ‘
ete. Internally, appropriate information is not readily available in the o
following areas: ' L g

1. Statistics and information about users--whc are they, their habits,
what they use, etc.

_2. Statistics about the use of the collections.
3. Work load and work: flow Jjpeasurements, output statistics, and perfor-
mance standards

L. Required resources for accomplishing certain library tasks and
- services..

5. Equipment allocation, depreciation, and replacement decisions. i

These areas deal primarily with budget, policy, personnel, ~and planning.
Management decisions considering proposed changes in programs or poli"y-are
becoming increasingly more difficult to justify without strong statistical
estimates, or even exact data reflecting cost-effectiveness, the demand for
and use of services, ‘the productivity of staff, etc. Further, several alter-

|
natives must be examined as each potential program or policy is welighed. In L iw
view of budgetary tonstraints and pressures, a new emphasis is ‘placed on the . i
néed for menagement information. The development of an information system -~ - Vg
is a more or less continuous process from the time that it is first con- . N\

ceived until it is in operation. The emphasis now is to assess present methods
of data collection, evaluate 1ts usefulness in terms of today's needs and
project future requirements. '

The Pask !orce tried to determine what management information was being
collected in the Purdue University Libraries/AVC and how it was being used
by the various administrators and supervisors. The first effort consisted
of developing the questionnaire found in Appendix A. This duestionnaire
vas given to all members of" Libraries/AVC Administrative Committee plus two -
key personnel in steff positions. A week later, the Task Force held a meet-
' ing with this group with the following results. Apparently the responderts. . . //
found the guestionnaire to be either unclear, too broad, or unanswerable. _
In any case, the most productive finding of the meeting was ‘that this parti-
cular approach and questionnaire simply did not work with these individuals
and these clrcumstances. ; .
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. A'second questionnaire (found in Appendix.B) was developed and distri-
butéd to 15 "key" administrative personnel in the Purdue Libraries/AVC. 0000
As can be seen, the second questionnaire approached the management ixforma-
tion problem directly. However, with the response from this questionneire,

Plus & few additional informal interviews, 1t was possible to make somehmaJo}
inferences ebout management information, its use, and potential use in- the -
management of the Purdue Libraries/AVC. These inferences, conclusions, and

recommendations are found on the. pagee which follow.
r € pa

ettt
[

The Libraries/AVC has no organized means of securing the necessary informa-
tion to support an effective planning program or even to monitor existing policies
end procedures., Therefore, the Task Force recommended that a central planning
cffice be established for the purpose of initiating and coordinating the gathering,
indexing, and disseminating of management information reports and studies. It

‘further recommendéd this office should be responsible for analyzing and interpreting

dats, information, and trends.

The Study Tesm, whils sympathetic to this recommendation, felt that 1t would .
need to be seen in the light of the recommendations in Chapter III: Planning.
The Study Tesm believes that r..1 supervisors should be involved in a formal
planning process especially with respect to their own unit. A planning office,

.should, therefore, be concerning with the coordination and, if need be, the.

initistion of plans, Since management information should be related to stra-
tegic planning and management control, the role of the planning office with respect
to manfgement information ought also to be primarily concerned with the coordina-
tion and, if need be, initiation of management information. ‘

FINANCIAL ACCOUNTING AND CONTROL -

Decisions concerning programs, policies, priorities, and even procedural
changes ‘genérally are influenced heavily (and often unduly so) by the impact
this particular change will have or might have on the budget. Allocations
‘for the futiire ‘depend heavily on whet Wwas done in the past, thus often stifling
changes in priorities. Depreciating out equipment is unheard of and priorities
for replacing or adding capital equipment do not exist. Fiscal reports are
common yet they may not be meaning™C to all who feel they need such data. -
The usefulness of such reporté is often reduced due to lag time between the
date a report was published and the nced for current data.. Fiscal reports
should be generated on 7 regular basis and supplied to management for review
and control. Programs, policies, and other priorities should dictate budget. -

-Allocations should be based on cost effective priorities and pust performances’
rather than external or internal influences. -

FLOW OF LIBRARY WATERTALS

Of concern here are processing activities, schedules and time require-
ments, back logs, through puts in each area, labor costs for each activity,
and elapsed time, Other than elapsed time and through puts in some areas,
1ittle is known sbout the flow of library materials through the Technical
Sexrvices Division. GQuestions remain concerning the selection ot vendors,
publisher output, number and type of volumes which likely will be added,
status of orders, etc. An effort should be made to determine and gather infor-
mation which would focus on policies and procedures which may be effecting
the efficiency of the system. Also, a system should be developed vwhereby the
status of any given order is readily availsble at any time, The relatioaships,
roles, and objectives of the various units within the Technical Services
Division should be clarified im order to establish better communication and
contimuity of services, ‘
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PROFILES OF THE USER POVULATION

'MaJjor questions concerning the demand for materials and services, the
usage of materials and services, and specific strengths and weaknesses of
various collections remain unanswered. Worse yet, these questions cannot
be answered until major shifts are made in the gathering of management infor-
mation. Currently, much irir:levant duta is gathered while relevant data
remains uncollected. Questions concerning when to or when not to duplicate
materials cannot be easily ansvered. Thus, the cost effectiveness of various
collections, services, ard staffing -patterns are nearly unanswerable without
either a major study or determination of appropriate changes in the collecting
of appropriate information, Management information needs should be determined
which in turn would establish stafling patterns that are cost effective and
yet meet demands for service. Collection strengths should be described along
with the demand for materials, usage of materials, and user profiles. We
should develop the capability and the hablt of predicting likely outcomes
of various alternatives concerning collection development, staffing, and |
patterns of service. '

" There is c~-"y expectation that the nev circulation system currently in
the Overview Study phase by the Systers Unit will provide a high percentage
oglthe needed information concerning collection use and:user demands. Gener-

. ation and availability of management information of this type is to be one
of the prime considerations in the eveniual design of the new circulation

system. .
¢

PERSONNEL

The Personnel Qffice generetes m:2 navement tnformation through the aocumula-
tion of data concerned with selection, %ransfer, promotion, salary, and work
performance of library personnel. A report of statistical activity regarding
the number of hires and terminations by category is prepared on an annual
basis. But, there is little evidence that information is formally generated
to management concerning staff turnover and job satisfaction. Regarding staff
attitudes, the tesk force gencraliy rsreed that there appears to be a lack of
"ingut" expressing staff attitudes and morale. This may be due in part, to
reluctance on the part of the employee to relate personal ‘opinions for. fear
of reprisel or punitive action, but this is not uncommon since it is' a natural
tendency for employeer to cast a wer,; eye toward management. Management infor-
mation about employee attitudes can be valusble and should be encouraged.
Improvinn work flow and identifying . .proved methods of operation withip -
individual units and between units might. be better realized through employee
involvenent..

The personnel office should be responsiblé for providing information on
those aspects of operations wnich er= concerned with the relationship of
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management to employees. Programs should be developed to determine and assess
staff performance and productivity. The staff should be encouraged to evaluate
the training programs and the needs for revision of existing programs er the
addition of new programs. By so doings; an information base could be -established
whereby staff strengths and weaknesses could be assessed. Thus, information
should be readily available concerning productivity, employee turnover, sffi-
ciency, and job satisfaction, '

i

SUMMARY .

In summary, the Task Force on Msnagement Information identified and exemined
the various types of management information available in the Libraries/AVC, and -
attempted to assess its general impact on decision making and problem solving,
The Task Force quickly learned that iden€ifying the manner in which currently
available management information is actually used in the Libraries/AVC was a
next to impossible job, The Libraries/AVC Administration is thinking about the
information needed to make long and short range dacisions, how it should be made
available to the decision maker, and how it should be used in making the final
decisions. g o s . ’ :

Almost everyone questioned agreed that decisions are made all the time
ueing information, but no one could identify any system describing how it is
done. The only concrete answer obtained from the-various interviews conducted

«~ by the Task Force, was the identification of certain areas vhere appropriate
management information seemed tobe lacking. It 1s relatively wasy to decide
to collect & certain piece of information and‘begin to generate long liszts of’
statistics, but identifying the %mgr%ate information to be collected and
determining how it can best be us n the decision makdng process is the really
difficult part. It is in this latter area vhere confusion results in the
Libraries /XVC .

Certainly this confusion demands that general areas of needed information

' be identified as esserttial to the planning, control, and coordination of the
Purdue Libraries/AVC. It must also be determined how this information is to
be used in the decision making process, and its relative importance in the
final decisions. It 1s believed that if this and various other more specific
recommendations included in this report are encoureged and implemented, then
the Purdue Libraries/AVC is well on its way toward a coordinated long range
management -information system, ) )
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RECOMMERDATIONS

K3

The Study Tesm makes the following recommendations with respect to Manage-

nant Informition.

us’.

. b9,
48,

36,
* 67.
Lk,

k5,

Appropriate information in the following areas is not adequate, Needed in-

formation should be identified and collection implemented.

&, Statistics and information about users and potential users--who they are,
their habits, what they use, levels of satisfaction, etc.

b. 8tatistics about the use of the collections as a basis for allocation

. of resources, discarding, replacement, storage, etc.

c. Work load a.nd work flow measu.rements, output statistics, and performance

"standards,.

" 4., Required resources for acconpliéhing certain library tasks and services.

e.. Equipment allocation, depreciation, and replacement decisions.

A central planning office should be created to handle all aspects of manage-

. ment information and to organize an efficient system for analysis,

Lag times in reporting accounting and financial information should be ahorteixed.

Infommation should be-resdily available concerning the status of any order
from selection _until the materials are available for use.

Information concerning the cost-effectiveness of various alternatives in
staffing, materials, purchasing, services, ete., should be made readily

available., Major study is indicated here. N

More infornation should be collected and made available concerning staff
morale, -attitudes, prodnctivity, strengths, wea.knesaes, rela.tionahips,
and turnaver. .

Basic gener&l areas of needed information should be apec:lf:lca.LLv :ldent:lﬁed
and both the need for the information and how it can be aupplied and used

in decision making should be studied. .

Btandu'ds and "indexes” should be developed for d.eciaion- making infomation'.' :

Related recommendations in other chapters include:

(W7)

(50)

The termination interview should coritinue to be an integral part of the
termination procedure., Data so collected should be evaluated to identify
trouble spots and recommendations for improvement made. (Pgrsonnel)

The accounting procedures fcr the purchase of subscriptions and contima-
tions should be studied and revised =20 that clesarer and more detailed
reports would be available. (Budgeting)

.
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—_ APPENDIX I
MANAGEMENT INFORMATION
* 1. What management information do ycu have at your disposal?
~- a. Fiscal control reports?
b. Statistical reports on patterns of library use?
¢. Work measurement or production reports from technical services?
d. Personnel files? i
e. University wide policies and procedures which are available?
2. How is’ current management information reported to you? E.g., written
i reports, informal oral repcrts, regular, as needed etc.

8. Flgcal control reports?

b. Statistical reports on patterns of library use?

c. Vork measurement or production reports from technical services?.
d. Personnel files?

e. University wide policies and procedures which are available?

3. Vhat management information do you definitely need?
a. Fiscal control reports? ' :
b. Statistical reports on patterns of library use? .
N : c. Work measurement ‘or production reports from technical services?
d. Personnel files?
" e. University wide policies and procedures which are available?

4., what management information gathering would you like-to discontinue?

al Fiscal control reports? -
et b. Statistical reports on patterns of library use?
¢c. Work measurement or production reports from technical services?
d< PRersonnel files?
. e.’ University wide policies and procedures which are available?
l
5. What management information (which you definitely need) would you gather
on a regular basis? :

a. Fiscal control reports? ‘ 5
b. Statistical reports on patterns of library use?

¢. Work measurement or production reports from technical services?
d. Personnel files?

e. University wide policies and procedurea which are available?

6. Uhat management information (which you definitely need) would you gather
on a temporary or occasional basis? :

e. Fiscal control reports?
b. Statisticel reports on patterns of library use?
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¢. Work measurement or production reports from téchnical services?
d. Personnel files?
e. University wide policies and procedures which are aveilable?

T. Do you request management . ormation from all personnel involved in a
given activity, about which you are tryirg to learn, or does a sampling
procedure suffice?

a. Fiscal control reports?

b. Statistical reports on patterns of lidbrary use?

c. Work measurement or production reports frcm technical services?
d. Personnel files?

e. Universlity wide policies and procedures which are available?

8. What 18 the current flow of management information? Upward? Downward?
Lateral?

a. Fiscal control reports?

b. Statistical reports on patterns of library use?

c. Work measurement or production reports from technical services?
d. Personnel files?

e. University wide policies and procedures which are available?

9. Currentfy, what personnel are involved in:

a. requesting management information?
b. gathering management information?

c. complling management information?

d. interpreting management information?

10. Ideally, who should be involved in:

a. requesting managementi information?

b. gathering management information? : ,
c. compiling management information? /
d. interpreting management information? : /

11. Vho should not be involved in:

a. requesting management information?
b. gathering management information?
c. compiling manegement infofmation?
d. interpreting management information?

12. How is management information which you receive used? What is its impact?

a. Fiscal control reports?

b. Statistical reports on patterns of library use?

¢. Work measurement or production reports from technical services?
d. Personnel files?

e. University wide policies and procedures which are available?




000070

-
i

N~ 13. Who do you feel should be uesing management information?

a. Fiscal control reports?
b. Statistical reports on patterns of library use?
c. Work measurement or production reports from technical services?
d. Persohnel files? ‘ ’
, € University wide policies and procedures which are available?

w i
14, Currently, who uses management information?
. a. Fiscal control reports? ) 4
- ‘ b. Statistical reports on patterns of librery use?
c. Work measurement or production reports from technical services?
d. Personnel files? ’
e. University wide policies and procedures which are available?
15. What percentege of your decision making do you estimate to be based on
. quantitative management information as opposed to qualitative?
e
®
-
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CHAPTER VI

POLICIES: FORMULATION AND USE

_ This chapter is based on the report of the Task Force on.the Formulation and
use of Policies. Membership of the Task Force was M. Balley, CHiirperson; A.
Do:sept; D. Ferris; and C. Snow.

The following working definition of the word "policy" has been .used:

"A policy is a generalized, theoretical statement, often explaining
why something should be done, i.e., th Gifts and Exchange policy."

2

This is different from an operation, which is how something should be donb, such .
as: what forms to use and how to record the information on forms. Policies are
used as a guide to individuals concerning the proper course of action to choose .
in various circumstances.

) . ;
In the preparation of its report, the Task Force proceeded as follows:
-The Task Force examined the literature mentioned in the manual and :
studied the ARL Occasional Paper 2 "Library Policies."” They used the
Occasionel Paper in preference to the manual in their study because
the Occasional Paper is more consistent and easy to follow.

~They formulated the questionnaire, (which is repreoduced as Appendix I
of this chapter) and distributed it.

~They ‘examined the results that were received and drafted this Chapter.
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The Purdue University Libraries/Audio-Visual Center have operated fbr & mmber
of years with a minimum of written policies. Policies whith are formulated
should be very broad in scope. Policies should not become "letter of the law
performance"”; they should be creative and imaginative. Several people, espe-
clally those on the administrative level, merntioned that a problem with written
rolicies is that they become to flexible and reqnire constant revision..

The Task Force on Policy conducted a survey of 47 people. The survey group was
composed of members of. the Administr: ive Committee, unit heads; school and
departmental librarians, and 20 staff members. The Task Force wanted to ascer-
tain whether or not the staff members might have a different view of policies
than the administrators, the unit heads, and the professional librarians. (A
copy of the Questionnaire is given as Appendix I. )

Our general observation of the resulta of the survey indicetes that the Librar-
ies/Audio-Visual Center lacks written policies in most areas. Those policies
which do exist often are found scattered in minutes of the faculty meetings,
Administrative Council, or unit heads. Memos from the Director or one of the
Assistant Directors or procedures memuals in various units and departments

may imply policies. For example, a memo from the Director of Readers Services
concerning staffing for. Labor Day may imply that the Libraries/Audio-Visual Center
has a policy of dtaying open any day that classes are in session or tests are
being given., Another example is that the Cost Study of 1971 includes a state=
ment of objective for each unit, thus implying a policy for the relationship
smong all areas of .the leraries/Audio-Visual Center.

The bulk of the. written policies which were mentioned or submitted (see Appendix
II) involved rather narrow or specific policies which often bordered on proce-
dures. Most policies cover items such as hours of service, loan policies, iden-
tification of borrowers, ordering gifts, reserve book room, etc. Few of them
are broad statements on which narrowver policies or procedures may be based.,

The consensus was that the communication of policies, both written and unwritten
was & problem (Appendix I questions 1Ib and 19). People become aware of un=-
‘written policies in other areas that might affect their own operations by chance,
by running into a problem, by complaints from patrons, etc. Many responders'
mentioned that policies should be communicated to all affected groups, includ-
ing staff, faculty, students, etc.

.Most responders asked for one central resource for written polcles (qnestlcn 19)
»

Many replies included lists of areas which people thought had written or un-
writeen policies. These lists should be checked by a future conmmittee to de-
termine whether policies actually exist.

->There was a general agreemeﬁt (question 7) that the unit ﬁeads or department
heads were formulating the written policies. The unwritten policies (question
4 13) are devised equally by unit heads, supervisors, and staff members.
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The mejority of the areas surveyed used unwritten policies in.their operations
(question 8ar). Most people favored written over unwritten policies (question 10).
Although people were vague sbout unwritten policies in areas outside thelir own,
many suggestions were given for unwritten policies which people feel are needed
(question 1la). The Task Force prepared a list of these unwritten policies for

a future committee to examine (Appendix III).

Since unwritten policies often are vague and subject to frequent change, few people
suggested specific unwritten policies that should be. reviewed, revised, updated, or
discarded (questionsl2 and 14). It is not knewn bow well unwritten statements co-
incide with written statements (question 15), '

There was a split answer betwe2en "yes" and "don't know" on whether policies were
enforced equally in 'all’ areas (question 16), Most credited this to’varying inter-
pretations by supervisors or unit heads. '

On the question of whether policies favor one type of client over another (question
l7g, the professional librarians tended to say that faculty and staff received pre-
feprential treatment while nonprefessional staff often replied "no". The reason
mﬁ& be that faculty and staff go directly to the librarian with special requests
rather than stopping at the circulation desk first. Perhaps-all employees are

not aware of this favoritism. )

" Analysis of Policies . -
~ ‘ & ‘ -\ -

* An examination of the policies mentioned or submitted (Appendix II & III) indicates
thdt 1n the area of University personnel policies there is the most coverage. In
general, the Libraries/AVC conforms to ths Univérsity policies as presented in the
BUSINESS PROCEDURE MANUAL (thebofficial University policy compendium), YOU’ AND PURDUL
(for clerical and service employees), the FACULTY HANDBOOK, and EXEGUTIVE MEMOS. The
Libraries/AVC faculty itself has a constitution and a promotions policy. However,
many areas still need to be covered by some broad general statements; for example,
developing the staff resources, such as dtatus and role of the professional librar-
ians and the development of the support staff., A few complaints were mentioned,
such &8 coffee bresks and time off for classes; these were subject to broad inter-
pretation by supervisors and department heads., One person mentioned that the
employee should have the right to.review his own personnel file.

The entire area of the Libraries/AVC relationship with the teaching departments
is virtually untouched. There is nothing to define the role of the Libraries/AvVC
in the instructional and research activities of the University. The role of the
departmental or school librarian or subject specialist in the departments with
which he works is undefined and subject to unrestricted interpretation. Should
the Board of Trustees approve new degree programs without an evaluation of the
collections available or without provision for funds to build collections. Should
the Libraries/AVC supply space, equipment, textbooks, programmed instruction work-
books, etc,, for the tutoring programs such as thet of Black Cultural Center,
Should the departmental libraries purchase the 20 cassette recorders required for
a mini course or should the instructional department? Should the departmental
libraries spend library funds for books, journals, etc., to be used exclusively
~ on a research project on which 6 graduate research asuistants are receiving funds,
or should the instructional department? These and many other questions caninot be
answered until some policies are promulgated.,
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The Libraries/AVC lacks a clear definition of which departmentsl library is
responaible for which subjects. “The Approval Plan provides for assigning books
based on the class achedules of the instkructional departments, The research
projects, the interdisciplinary programs and areas such as higher education or
history of science defy subject assigmment. The lack of a clear policy on the
ordering, cataloging, and storage of audio-visual material results in a miltie
plicity of overlapping systems on campus. The role of the Libraries/AVC
fagulty in the selection of material and, the control of the budget, compared
to that of the teaching faculty, is fuzzy in most situations. This is a very
eontmeram area which require¢ additional a.tteution. :

The priority for availability of ‘the collections is a.norther problm What level
of reference service should be offered? Should the staff member find the answer
~ for the student or show him how to find it? Should there be a central refernce,
° desk in the General Library staffed at all timss by subject specialists and pro-
fessionals? Should there be special consideration for books for class resem?
Should the interlibrary loan service bes extended to undergraduates? p

“ The intorinntitutioml program for the State universities in Indiana 1is fa.trly
¥ well defined. The proposed naw Cooperative Bibliogrsphical Center for Ind:lana
Libraries may require new consideration of polieies.

The 'ruk Force on Policy recommends that & reguldr progrem be initiated for pre-

paring, discussing, recording, aistributing, publicizing, and reviewing policies.

< There should be established a policy mamal or policy file under the responsibility
of one person vho prepares, -updates a.nd distributes policies. The person should -
be in administrative position, such & person in charge of Planning, policy,
etc. A policy review committee would act es an advisory group of system wide

" policy., The committee couln be composed of 5 to 7 members representing all
levels of staff and representing all ereas of the Libraries/AVC. There should
be prior input from students, faculty, and all levels of staff; formmlation of
the policy; meetings to discuss it; rewriting; communication to all affected

- groups; publicity throngh staff publicetions or other methods; follow-up that
the policy was being used; and a review of policies on a systematic basis, The
procedures ard formats described in the ARL Occasional Paper No. 2 "Library
Policies™ could be adopted as a guide, Similar procedures were recommended by

thos people responding to our survey.

-
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RECOMMEHDATIONS

\
" After reviewing the Report of the Task Force on the Formulation and Use of
Policiel in relation to other reports and comments, the Study Team makes the
following recommendations,

51. The Study Team recommends that
: a. Policies should be written and include a statement of purpose

b. Policies should be reviewed regularly

c¢. Policy making should involve all levels of the Librariea/Avc stafrf
‘ and due consideration of the users
. d. Policies should be coordinated in some manner as to encourage consiufency. _
For exsmple: Circulation policies should be examined with a view to
making them mre consistent and adaptable to patterns of demand., -

52, There should be a policy manual or file., A person should be in charge
of this file, to auist.people 1n finding items, DT
53. “There should be a progranm for prepa.ring, discussing, recording, distributing,
publicizing, and reviewing policies. The policies should be reviewed on an
annual basis to ensure that they reflect theé range and type of services *he
Librdries/AVC should be providing.

55. The procedures and formats deucribed in the ARL Oceasional Pa.per No. 2
~ 'Library Policies' could be adopted as a guide.

35. Whereas the responsibility for policy meking lies with the Director, who ‘
in any case has the right to delegate, refer, and seek advice, the Study -
Tean recommends the creation of a policy review committee with two roles: -
a. The body to which policies normally could We referred for commgnt;
b. A general responsibility to review and o;fer advice on policy. . \‘1

56, There should be input from students and faculty as well as all levels of
staf?,

57. Surervisors should make ewery attempt to keep rules uniform, When this is
’ impossible or impractical, exceptions should be made in such & manner that
it does not make the supervisee 'lose face?,
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Suggested I.iet of Priorities for Policies

The 'Task Force on,Policy suggested the following list of priorities for und.erte.king
a study of policies. The policies themselves are copied, almost in emb..rity,
ARL Occasional Paper No. 2 “Library Policies , pages 21-33.¥-

I. TImstruction
1. Library support for university instructional progreme--neteriale, facilities,
services
2, Magnitude and proportion of resou.rcee el]nceted--materiels, facilities,
services
3, Role -and relationshkipy of the library in.instructional progrm -
L, Priority of library support for instructional programs of the university

II., Relationship among the Libraries/AVC Administration, the school or depe.rhnental
lidraries, and the schools and departments with which they are concerned.

e

ITII, Overall menegenent considerations «f’
1. Administrative and working relationships within the univereity
2, Library governance ,
3, BStewardship and utilization of limited resources . ‘
k, Comparative relationships with other libraries - T P

IV, Staff resources
1. Organization of human resources o
2. Categories of capabilities ' e
3, Provision of specielized skills
L, Status end role of Librarian :
5. Development of staff 0

V. Acceas to services and materials
- 1., Clientele to be served and priorities

2. Provision and organization of physical facilties ;

E. User orientation, interpretation and instruction /
. Departmental libraries and branch libraries :

5., Public service obligation !

6. Beryice attitudes and posture : {

7. BScope and extent of services | .

VI. Collections .
1. Scope, dépth and orga.nizetion of general collection

2.  Types of materials to be provided and maintained

3. Responsibility for selection decisions

k, Involvement of faculty in development of colleciians’

5. Relation.of collections to the university instructional and reeea.rch programs
6. Communication of collection policies to faculty -
7. Preservation, retirement, replscement-and duplication of materials °

8. 8ize and proportion of resources allocated %

9, Priority of libre.ry activities in this area

VII. Resee.rch
1. Library support for the un.iversity resea.rch progrens--m.teriale » feci.lities ’

services
2, Magnitude and propertion of librery resources alJocated--me.teriels ’ fa.cilities )

Services,
3. Role and reletionship of library in attracting research progrema and supporting

them , o
k, Priorit~ of library support for university research R '

“Webeter, pDuane E., Library policies: analysis fomﬂation and use in academic ?

L4

-

institutions. (0ffice of University Library Management Studies Occasional Pape i

2 Washington, D. C., Aseociation of Research Libraries. 1972,
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Policy Questionnaire
)

N— A Written

1. Do you have any written policy statements governing your area of operaiion?
Yes No ___ Don't Know

If yes, please attach a copy to ;;Gr response,

2, Do you know of other areas that have written policy statements?
Yes __ No Don't Know - )
If yes, please list the areas.

3. Do you know of any areas within your operation that you feel should have written
policy statements? ’
Yes No __ Don't Know
Pleese list, if any. -

h, ~Considering the total library system, can you think of areas that you feel should
be governed by written policy statements?
Yes _ - No Don't Know __
If yes, please list.

5. Are there any written policy statements that you feel should be reviewed, revised,
updatedy or discarded?
Yes __ ° No __ Don't Know __
If yes, list being as specific as possible,

e

- 6. To yourxknowleﬁge are these written policy statements consistent uith each other?
. Yes ___ No Don't Know ___
7. Wno is usually responsible for formulating written policies? #
B,. Umwritten
8a. Does your area operate under any unwritten policy statements?
: Yes No Dan't Know A
If yes, please state the policy and ‘send with your response.
. 8b, If yes, how are these policy statements communicated to those working ir. your
area? -
9. Do you know of any other aress that cperaite under unwritten policy statements? ‘
Yes ___ - No ____ Don't Know
d0. Do you feel -there are arees within your operation that would better be covered ‘
by unwritten policy statements?

Yes No Don't Know
If B0, please 1ist and state reasons.

118; In the total library system, what areas should have at least unwritten poliries?

Please list, -
-

“~—  .11b, How do you learn of unwritten policies created in other areas?
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12, Arc there any unwritien policies known to you that should be reviewed, revised,

updated, or discarded? B¢ as specific as possible.
Yes No Don't Know __

13. Who is usually responsible for formuldting unwritten policies?

~

General

14. Are any written or unwritten po*;cies ever subject to frequent change or 1ndi-
vidual interpretation?
Yes : No __° Donft Know __ ' ~
Please explain and be as specific as possible.

15. Are these unwrilten policy statements consistent with written stateuments?

16. Are policies enforced in some arcas and ignored in othef‘areas?

Yes No Don't Know ____
If so, Why?

17. Do some policies favor one tyre of elient over another? Please 1list.
Yes _ No _ Don't Know _

18. Should a poldcy be established to review policies on a systematic basis?
Yes No ___ . Don't Know ___

19. What mechanisms should be employed to implement policies?
. e
20. Are there other persons to whom you think this questionnaire should be sent?

Yes ___  No Don't Knodw
LIST.
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APPENDIX IX

TTEMS SUBMITTED OR MENTIONED AS
WRITTEN POLICIES

,  ADMINISTRATION

Personnel -- rest periods 3/23/72
Automation management committee e 11/ 3/72
Applying for a faculty vacancy 10/11/72
News items - 10/18/72
Distribution of copies 1/25/72
Thesis office to Readers Services Division 3/10/72
Travel reports W 5/24/72
Travel regulations 7/27/72
University Library Committee - Assignment

of study carrels, General Library &/ 1/70
YOU AND PURDUE: Handbook for clerical and

gervice staff 1971
Faculty Handbook 197273
"Promotions Policy for the Libraries and :

Audio-Visual Center 'Faculty'" rev. ' 7/19/72

Policy and Procedure Memorandum

1. Uncataloged Purdue doctors' theses: initial routing and records: 10/21/54

2. Public information and directional signs: General Iddrary 11/18/54

5. Newspaper and periodical publicity- appointments, promotions and
terminations. 2/22/56 . .

L. Miscellaneous supplies.  3/16/56 e

AUDIO-VISUAL CENTER ' :

Scheduling, film library collection, acquisitions, viewing and liétening
facilities, audio recording service, equipment loens, equipment loans,
equipment repair service, test file and copy service. :

Film library. no date
TECHNICAL SERVICES DIVISION
Processing Memo LP 72/1. Revised ruleslfor cataloging serials

1" 1"

LP 72/2. New routines in Order Unit
" " LP 72/3. Revised approval plan

o

" " LP 72/%. Special projects May and June 1972

" " LP 72/6. Disposal procedures

" " LP 72/7. Processing procedures for gift material
" " LP 72/8. Display of gift®material

" " LP 72/9. Supply of Serials ‘

" " LP 72/10 Supplementary notes on Approval Plan

" " LP 72/11 Revised book marking for "form" division
" " Lp 72/12 Availability letters

" " LP 72/1% Purification of Purdue serials catalog

" " LP 73/1. Processing back-number periodicals

" " LP 73/2. Double-encumbrancing of new serial subscriptions
" " LP 73/%. Ending of Farmington Plan

: " LP 73/4. Serials inventorying
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Order Unit--LIBRARY COLLECTICNB, ACQUISITION POLICIES AND PROCEDURES. 1954
Serials Unit--Cards for new sets and added sets cFeb. 1971

READER SERVICES DIVISION
Reference Service Folicy and Procedure Memc.

1. Reference service policy and procedure memorandums. 7/1/58
2. Organization of reference service, Memcorial Center. 7/1/58
3. Processing activities to be done by Readers Division, stc., 7/1/58
L. Carrels, study desk, study rcom. 7/1/58
5. Smoking in library. 7/1/58
6. Phonograph records.” 7/1/58
7. 'Periodical shelf lists. 7/1/58
8. Books shelved in special locations. 7/1/58

Posters in library 11/6/72

Dennison copying machines no.date

Lost and found 12/29/72

Smoking 1/19/73

Personal copies in Reserve Book Koom 11/8/71

HANDBOOK OF LIBRARY INFORMATION for members of the faculty and graduate
students 9/72
GUIDE TO PURDUE UNIVERSITY LIBRARIES 9/72
»  Reserve Book Rocm  2/24/72
Staffing for labor Day  9/L/72
Yiidelines for LC proofslips ¢ 10/15/70
Proposed revision of policies on irdefinite loans to faculty. 11/19/70
Interdepartmental. library xerox requests
Courier Service Expansion
ILL~General Guidelines of Interlibrary Loan for Purdue Users. no date.
Interinstitutional Library Services code of regulations. no date.
Thesis Cffice--A Manual for the Preparation of Graduate Theses. rev. ed. 1970
CMET--hours, loan pclicy, users. no date
Krannert Library--circulation, hours, corporate records, etc.
Pharmacy Library loan policies. no date.
Physigs Library--hours, loan policy, etc. 8/3/70
Physids Library--File of tests in AV Center 1972
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APPENDIX IXIX
SXAMPLES CF UNWRITTEN POLICIES
ADMINISTRATICN
"Time off" for professional librarians.
AUDIO~VISUAL CENTER

Audio-Visual Center will provide materials, equipment and/or services to those
members of the University community requesting them if it is within the means
of the Center to do so. Restrlctions are to be exceptions.

PROCESSING DIVISION

Order Unit--all inexpensive "d¢ not catalog" requests are not verified

Order Unit--difficult to search titles are ordered prior to final verification
Order Unit--out of print status 1s based on jobber response

Order Unit--order frcm jobber rather than publisher if publisher i1s well known
Order Unit--order from publisher if it is not a regular trade publishier

Order Unit--accuracy takes precedence over, speed

Systems Unit handles any systems data processing work within Librariel/AVC

In IMRU some &activities have higher pricrities than others

Serials Unit: catalog new subscriptions with 2 weeks of receipt

Serials Unit: check in and forward per%odicals within 24 hours of receipt

READERS DIVISION

Serial review committee. 1/25/73

ILL-gives requestors additional suggested locations.

Readers conduct unacceptable in a library

Regional campus libraries policy

Thesis Office--theses may be taken from library at request of author's magor
professor or department head.

Krannert Library--all journals must be checked out or used in library

Krannert Library--tables of contents of s:2lected journals xeroxed on & regular
schedule and sent to individual faculty and staff as requested.

‘¥rannert Library--acquisition policy of corporate records

Physics Library--send > overdues and then encumber if book 18 not returned or
renewed.

Physics Library--reference material may be taken to offices when library is
closed, i.e. during Christmas vacation

e




CHAPTER VII

~ ORGANIZATION

This chapter is based on the report of the Task Force on Organization,
Membership of the Task Force was Alice Chung, John M, Houkes, Chtirperson,
Katherine M, Markee, Rachel Road and Judy Westerberg.
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In the preparation of its report the Task Force proceeded as follows:

- The Task Force familiarimed themszselves with the management literature and
with a number of reports and documents concerning the organization in other
research libraries,

- The historical development of the Purdue Li'bra.riea/A‘fC organization was examined.

- Following & list of principles outline in the Manual, the Task Force discussed
the various :riteria and suggested numerous specific ideas for improvements.
These were compiled, compared with suggestions received from other staff mem-
bers, discussed agein, arriving eventually at & number of recommendations.

- The Likert Profile of Organizational Characteristics was sent to a sample of
professionals, support staff and student assistants. Staff not included in
the sample were invited to fill out the questionnaire at an open meeting.

The date obtained was processed and analyzed,

ORGANIZATION

" "An organization is the rational coordination of the activities of a number
of people for the achievement of some common explicit purpose or goals through
division o{ labor and function, and through a hierarchy of authority and respon-
sibility.”

Organization really involves two major kinds of objectives: common object-
ives and individual objectives, In the case of our organization, Purdue Univer-
sity, the common objective is education. The Libraries/Audio-Visual Center is a

~ service oriented function of the educational institution, providing resources in
relation to the programs and objectives of the University. Each employee hes in-
dividual:objectives, i.e., experience, status, wage, recognition, job satisfaction.
A supervisor's job demands that he or she not neglect either the common objectives
or the individual objectives, beceause individu.al objectives motivate people to
achieve the common objectives,.

In order to provide for the most effective utilization of human resources,
the organization ahould always strive to meke rational allocations of skills and
abilities of staff,

lEdga:r He Schein, Organizational pnyéﬁology. 2nd ed, Prentice Hall, 1970. p.9.




. v .
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Two fuctors in an Erganization's structure that-determine the behavior of
individuals are: (1) formal organization structure, i.e,, authority, responsi=
bility, accountability, work flow, layout of physical facilities and nature of
distribution of jJobs; (2) informal organization which is composed of the re-
lationshlps among people within the formal structure. Communication is an es-
sential in¢redient in the functlioning of any organization.

N
~ <« I

HISTORY AND DEVELOPMENT OF THE LIBRARIES AND AUDIO VISUAL
CENTER ORGARIZATIONAL STRUCTURE

In 1904s, the Head Librarian was appointed by the President of the University
and reported directly to him. In 1913 the first separate library building was
occupied and probably at this time, the beginning of the Library's organizational
structure. Departments within the Library were established with the Head of
each one reporting directly to the Head Librarian. There were four departments:
Order, Cataloging, Circulation and Reference. This structure, with the addition
of the Reserve Book Room and a Periodicals Department remained until the general
reorganization of 1953. (Chart I) , .

In July, 1953, a new organization and administrative structure was implemented
as illustrated {n Chart II. The Head Librarian title has been changed to Director
of Libraries and reported to the President of the University through the Vice~President.
A new position of Assistant Director was established. There were two divisions:
the Readers Service Division and the Processing Division. The Readers Division
weg subdivided into three units: (1) Reference Services; (2) Circulation Services
and (3) Departmental Libraries. The Processing Division was subdivided into four
units: (1) Order Unit; (2) Cataloging Unit; (3) Card Preparation Unit and (4) Peri-
odicals Unit. The Audio Visual Center was also under the Director of Libraries.

There was a University Library Committee appointed by the President, composed
of faculty members from various departments, charged with the task of assisting
the Director in establishing broad policy and in allocating book funds; to advise
on matertal selection, and to act as a liaison between the Libraries and the
academic departments., Library representatives were appointed by the head of each
academic department. : ’

In the ten-year period beginning with 1953, no noticeable changes otcurred
in th€ nierarchical organization structure.- .

In 1960, the Assistant Director. position was changed to Associate Director,
and the head of the Audio Visual Center was made an Assistant:Director. The Li-
braries first Personnel Officer was apnointed February 1, 1962. On October 1,
1962, there was established a new position of Assistant Controller for the Li-
braries and Audio Visual Center. Physical changes took place. 1In the Spring of
1958 library and AV services moved into new quarters in the Memorial Center and
the following year the old library building was vacated while extensive remodel-
ing was accomplished. This area was connected with the new reading rooms and
occupied in the summer of 1960, S

The organization chart for 1963-1964 shows.considerable expagsion, yet re-
tains the same basic structure. (Chart IIT) Rgflecting university administrative
changes, the Libraries/Audio Visual Center Director reports to the Vice President
for Academic Affairs. The Associate Director has stated duties of planning and
special projects. The Assistant Controller for the Livraries/Audio Visual Center -
superviges the Accounting Office. 1In 196}, the Heads of the Divisions were made
Assistant Directors, and the 3 Divisions are Reeders Services, Processing and
Audio Visual Center. A new position, Readers Services Administration, was created
and later aeleted.




.

Some chanes took place {n the Audio Visual Center. Agricultural Visual
Alds, recponsible to the "Agricultural complex', reported.directly to the
Director of L.braries. At a later date this production unit was transferred in
ite entirety to the Cooperative Extension Service. In the Processing Division
a Data Prucessing Unit was established, later changing “its name to Library
Syatems Development. About this time (not shown on organization chart), a
Thesis Checning Service was transferred from the Graduate Schodl to the Libraries,
under the supervision of the Head of the Processing Divirion. Another function
not shown on the chart was Binding, under the Periodicals Unit. Reflecting the
move into new and remodeled space are other services: Catalog Information, an
office adjacent to the Union Catalog under the:Readers Services Division; a
browsing room called the Book Stall, four lq?n desks, three reference desks,
plus three floor card catalogs.

Beginning about 1967, there were changes in lines of reporting. {Charts IV)
Reporting to the Associate Director was-the Regional Campus Coordinator, Bibliog-
raphers and Personnel Officer. There were® some name ‘changes: the Accounting o
Office became the Piacal Office and the Assistant Controller became the Business
Mansger. On April 1, 1969 the Librarians were recgghized by the University
BSenate as members of the academic faculty,angﬁhubsequently‘organized themselves
into the- Libraries and Audio-Visual Center faculty with a Constit&tion and By-
laws. In July, 1969, the four state univers!ty librarinl orgauized un Jnter-
institutional loan service,

During the interim created by the retiremeht of Director John H. Moriarty
and his prior terminal leave on December 15, L969, an Administrative Committee
for the Librariqs/Audio Visual Cehter was appointed by then Vice President
George Hawkins to administer the libraries while a search was underway for a new
director. The Committee members were tlie ‘Associate Director, the Assistant
Directors of Readers Services and the Audio Visual Center, and the Administrative
Assistant to the Vice President for Academic Affairs.2 . )

" The present organization of the Purdue University Libraries/Audio Visual
Center 1z shown on Chart V, continuing practically unchanged since 1967. 1t
follows a pattern common 1n large American university libraries; two broad divi-
sions, each headed by an assistant or associate direc.ur, one in charge of the
library's public or readers services and the other of technical services. Such
a bifurcated functional organization first came into general use about a genera-
tion ago, and has usually proven an effective form, especially if the separation
between the two divisions is clearly defined. At Purdue the Assistant Director
for Pecimical Services is responsible for the Order, Catalog, Serials, Systems
and recently the Instructicnal Medis Research Unit. The Assistant Director for
Readers Services superv’ses the Reference Services and the General Services of
the General Library and their subdivisions, and Departmental Libraries and
collections. The Thesis Checking activity has been transferred to the Readers
Services Division. Necessarily, there is some overlapping, such as the depart-
mental libraries performing both public and technical functions as they serve
their clienteles, carry on special cataloging and indexing projects, maintain
vertical files of reference materials étc. Purdue Libraries is unique in that
there is a thirldivision reporting to the D;/pctor of Libraries, which is the
Assistant Director in charge of Audio Visual services.

The Audio Visual Center is in the process of implementing a major organiza-
tional change. Planned are: an advisory committee, planning and development,
cataloging and information service, schedule services, services distribution;
and maintenance and repair services. (Chart VI). This will replace the present

organizational structure: film library; equipment loan and repair serviues, £ilm
rental; acqisition and cataloging; projection services; and graphis and’ ‘copy ser-
vice. The Instructional Media Research Unit, formerly a part of the Audio-Visual
Center, reported to the Assistant Director for Technical Services after June 1972.
—  “Pulse, XVI, no. 8 (December 20, 1969), 15
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Page 97 was intentionally deleted, Oﬁﬂcqz

Next a number of principles, as listed in the Study Manual, were examined as
a Yan.s tor evaluating the present organization and for making recommendaticns.

Urpanization should be flexible and able to respond

to chaneing university programs and information needs
and should clearly assign responsibility for maintaining
warking relationships with academic and administrative
staff within the University. o

The Libraries/AVC is not always informed and asked for input before new
proFrams or new courses are established.: Many programs are created and offered
by schools and departments without adequate consideration of library needs, such
as prior acquisitions of materials, planned facilities and services. In the past
even .programs on the doctoral level have been instituted without prior funding ‘
for and acquisition of necessary library materials.

There should be more communication and interaction between the library and
the academic departments in order to insure coordination of academic programs with
library needs. Because committees discussing the implementation of new .programs
or the discontinuance of old programs have a responsibility to consider library
implications, the Libraries/AVC should always be represented through the University
Library Committee, through School/Department Library Committees or any other i
appropriate means. ) :

A planning office within the library organization could ccordinate these
activities for the Libraries/AVC. B

Because of the highly decentralized nature of the departmental system it is
felt that possible consolidation of small collections shculd be investigated. For
users to have. easier access to all collections campus delivery and pick-up service
could be expanded. A cost benefit study would be most useful in this area. The
telephone service at Catalog Informaticn should be emphasized and given more pub-

- licity. : : '

' The Study Tesm recommends that suggestions with respect to the making avail- -
able of subject expertife in the form of resource pgrsons/bibliograﬁhera/aabdect
specialists be examined in greater depth with a view toward nobilizing these
8xills regardless of whether or not the possessor of these gkills is s member of
the Reader Services Division in the library unit primarily ébncerned with that
subject. This should not be at the expense of the existing ‘general reference
services, In the majority of the departmental libraries this need is met but
greater utilization could be made of present staff abilities and speclalization
in the processing units. When new programs are planned and developed there should,
be awareness of the specislization that will be required in the preparation and
servicing of new materials, Among recent examples is the acquisition and catalog-
ing of materials in the area of music. Similar problems could develop if, as it
has been mentioned, a Medieval Institute should be established. Our present orgen-
ization does have the flexibility to respond to various departmental and achool
needs and changes. If we become to mondlithic, these needs would be subordinated
to the rigid consistencies of a highly centralized syatem., Thewe could be too
much formal orgenization. . “

Organization should encompass all basic library programs
and group them effectively.

~g

Like functions are not always grouped together, e.g., cataloging and classi-
fication vt books and serials are performed in two different units, biblliographic
searching is done in three or More units., It is our belief that similar functions
should be performed in cne uniti rather than several.

There is evidence of routine functions being performed by professional staff.
On the other hand it is not unusual to see nqn-professionals involved in pro-

o fessional tasks. There is no doubt that the ‘profesaional staff should function
[ERJ!:‘at the highest level of its competence. At the same time it ia recommended that
oomme g "middle” or semi-professional (formerly Junior Professional) staff level be
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resforvdamn the llgrary.

'n order to group library programs and functions effectively it 1s again
evident that a formally organized planning office should be ‘established. Under
the supervision of the Associate Director, the functions of Planning, Budgeting,
Personnel, Systems and Research would be- brought together.

Organization should bring ﬁogether the skills and

perspectives needed for effective decision-making.
N\

A committee structure'exisgp at the present in the Libraries/AvC:

Faculty Commzttees ‘s

In the constitution of the Libraries/AVC Faculty provision is made for
Standing and Ad Hoc committees. At present there are four standing commit-
tees, (1) Agenda, (2) Nominations, (3) Primary Promotion, and (4) Area
Promotions which is a committee with the Library Director as chairperson
and three elected Libraries/AVC faculty members along with three members
appointed from the university faculty. The Ad Hoc committees by their
very definition come and go, the only ones functioning at the present

time are the Conatitutional Revision Committee and the Faculty Seminars
Committee, '

. Administrative Committees.

The Administrative Committee consists of the Director, Associate Director,
and the three Assistant Directors. The Agministrative Council is made up
of the Administrative Committee plus twenty other members representing
various areas of the Libraries/AVvC. The futomation Manggement Committee
is composed of the Director, the Associate Director, the three Assistant
Directors, and two Systems specialists. The Audlo Visual Center Advisory
Committee is composed of the professional staff and the graduate adminis-
trative assistants. The professional staff includes both faculty and
admipistrative staff. There are also Ad Hoc committees, presently the
following are active ones: ARL Management Study - LSCA Grant Committee -
Cormittee on Microforms - Campus Delivery Service - Circulation Automation
Advisory Group - Approvai Plan Review - Ad Hoc Panel on Bibliographical
Center - Serials Review with Physical Sciences, Engineering, Humanities
and Social Sciences, and Biological Sciences, subcommittiees - LC PrOOf—
slip Committee.

\
Working Grougg. '
There are other groups which may or may not meet on a regular schedule
which might be called Working Groups. They are not committees because
members are not elected or appointed. The Processing Division Unit Heads
meet every three weeks, The professional librarians in the Readers Division
meet once a month. Other groups within departments meet when need arises
or on a more or less formal basis. For example, the General Services

Meeting called by the Generel Services Librarian twice & semester.

There are divergent views and opinions on committee activities. It is felt
that more decisions could be made on a cne-to-one basis. The spirit of openness
.and cooperation is as important as the formal structure of committees.

A suggestion was made to change the Council's pame to Administrative Advisory
Council in order to indicate its basic function. Council members should be
allowed to send a substitute, if unable to attend a meeting. To facilitate
communication a special effort should be made to distribute the minutes of the

Council meetings as rapidly as possible. Some feelings were expressed that the
: !
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0ld Joint Meeting was useful and consideration should be given to reinstatement. :
It has been suggested that professional librariens ef the Processing Division
meet together as do those in the Reeders Division and in the Audio-Visual Center.
At present committees have no or little representation of support staff,
It is recommended that staff at all levels be involved in committee work. Staff

"members should be invited to participate based on competence and -experience in the

area under investigation. Decision mede with input from all levels of staff that
are or will be'affected, will bring to the question a wide range of experience,
Persons directly involved in the function under consideration should be consulted.

It s also felt that committee work should receive more publicity in order
to’ acqua‘int the staff with activities, recommerdations and decisions.

Organization should bring technical activities together
in a wayrthat facilitates unit cost analysis end per-
formance measurement .

1

Grouping of specific functions should be investigated such as:

combining classificatjon of monographs and serials under one supervision;

combining ordering of monographs and serials;

combining filing under one supervisor, at least in the Genersl Library
but prefereasbly campus wide, giving more uniformity in filing procedures;

a centralized bibliographical search unit;

combining reference desks and circulation desks in {he General Library:

Bring into the processing erea such. technical functions, now done in
departmental libraries, as: -marking books, over-typing sets of caras, periodi-
cals checking, analyzing monographic series, etc.

The Task FQrce recommended that similar functions carried on in the Audio-
Visual Center should contimue there. It believed that the AVC should have its
own supervision and routines because the material is physically different and
~equires different terminology and special training. The Study Team, however,
did not endorse this belief and recommends that the whole of the Libraries/AVC
should be included in the study of possibilities of moving toward a more "func-
tional" operation.

In view of the many areas of concern no sgecific recommendation for organ-
izational change can be made without a further study to determine priorities and
locations where regrouping of related activities can be achieved.

organization of library facilities and staff should
emphasize service to users.

It is the general consensus that the departmental library system in most cases
is convenient for the user, as it clusters services and materials where they are
required, needed and used. However, it creates problems because of the dispersion
of collections, in particular when & reader is looking for materials relating to
one discipline but located in a mmber of libraries. The book delivery syatem
recently instituted is a good beginning in alleviating these inconveniences and
expansion of the system should be investigated

There is much that can be done to help userp. One important element is the
collaboration with the classroom instructors. 1If they establish the need, we should
be able to develop means to meet it. Efforts to prove to students the importance
of the library will be successful only when their teachers support the idea.

The library may seem confusing, especially to inexperienced users. A General
Information Desk should be located near the Main entrance in the General Library.
The proposed consolidation of the floor circulatioh and reference desks should
improve the situation.. Perhaps the Union Catalog should be more centrally located.
Greater use of signs would assist users to locate materials in the General Library.

"catalog Information" should be expanded and made more visible to potential users.
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Finally it is suggested that reference service in the General Library b9001

tailored to the needs of the users and organized to provide'graduated levels of
service from an "information desk" up. This will result in & petfer utili:ation
of resovurces and skills. - S

« In the departmental libraries a look at more consistent circulation policies
such as loan periods, overdue notices, encumbrance proceaures,Aperiodicals
borrowing, etc., seems warranted. It should be kept in mind that rigidity of
procedure? may be unappealing to the varied clienteles we serve and that emphasis
on conrformity may loose the allegiance of usefs.

O{ﬁpnization should define a reasonable span of control
and should arrange and designate units to convey appropriate
status and dimepsion of responsibility.

The case for limiting the span of control rests on the need for effective
supervision, coordination, guidance and support. As the number of persons re-
porting to one individual increeses then the efficacy of leadership and super-
vision can be expected to decline.

However, reducing the span of control necessarily meens increasing the
ratio of supervisors to supervised at each level., This tends to make for a
more hierarchical structure with more delegation of supervision and more levels
in the hlerarchy. A consequence of this is that the number of levels increases.

The principal practical disadvantage is that increasing the number of
levels increases the potential barriers to effective communication. A dilemma
is thus created. If the spans of control are reduced, then now far does the
increased barrier to effective communication counterbalance the anticipated-
"advantayes of more effective leadership and supervision?

We ®%ould comment as follows:

Realistic spans of control are essential for effective leadership

and supervision and, therefore, we ‘emphasize the need for attention

to spans of control.

While effective communication is also important, there are several
different ways of improving communications and so. as long as the
importance of good communications is recognized, it should be possible
to reduce the disadvantages of increased levels in the hierarchy.

In additlon, the anticipated improvement in leadership and super-
vision should help somewhat.

A thorough review of the sprawling, varied organization of the Readers
Division seems warranted in order to relieve and/or tighten supervision in some
areas. Reporting relationships need improvement because it does not have a
rational structure.

Further consolidation should be made as was done with the management of the
libraries within the Schools of Engineering. This would possibly lead to eight
school librarians reporting to the Assistant Director. For the present needs of
the ninth school, i.e., Technology, could be shared by existing library facilities
and it may not be necessary to appoint a Technology Librarian. '

The Task Force feels that the proposed creation of the post of HSSE
Librarian forms an appropriate part of this consolidation and it is viewed &s
another School Librarian position. There is no consensus as yet concerning
the responsibilities of this position vis-a-vis the more systea-wide services
performed within the General Library.

Administrative assistance for the Assistant Director is seen as a signifi-
cant need for the effective operation of the Division.

Another area which seems to have a rather complex organizational structure
i% the now-combined Catalog and Card Preparetion Units. We understend that e
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review of the organirzation ofﬂthe Unit is planned. Considering the cataloging
problems inherited from the phst and the prospects of taking advantage of pro-
posed biblivrraphical data banks, we would encourage the forthcoming review.

There are presently collections of various materials in different re-
search centers of the University, such as LARS, TPRC, Thermal Science & Propul-
sion Center, etc. A liaison between Libraries/AVC and these centers would
benef{t the information needs of many potential users. i

PROFILE OF ORGANIZATIONAL CHARACTERISTICS

One theory of administration suggests that the development of a part¥ci-
pative manarcment style can strengthen the organization by improving employee
motivation and attitudes, the quallity of decisgion and control and communication
processes, and by unifying organizational and employee goals, as well as ather
factors. 3

According to Likert
two opposites being:

System l: leadership style is close to "authoritarian";

four management systems can be identified with the

System b leadership style is close to "democratic”.

In order to test the applicability of Likert's participative management theory
to the Libraries/AVC, his research instrument, "Profile of Organizational
Characteristics" was utilized,

o

The Task Force gathered data from a sample of professionals, support staff,

and student assistants (the latter were employed four semesters or longer).

)

N

The return rate for the sample was sixty-four percent (61 of 95 people responded).

These sixty-one respondents comprised the "experimental” group. A non-random
volunteer group of library staff (excluding student assistants) also completed

the questionnaire; this "control” group is comprised of 14 people. Professional

supervisors comprised 30% of the random sample, whereas there were none represent-

ed in the volunteer group. Y '
All respondents were asked to complete tne questionnaire {Form J-2B), con-

sigting of 18 statements based on Likert's participation management theory.

After processing the data & preliminary analysis was made by George M. Golden of

Purdue's Measurement and Research Center, which follows:

The instrument provides twenty response intervals separated into four major

gystems of five intervals each for the 18 statements. Organizational variables
{ncluded in the questionnaire focus on leadership, motivation, communication,
interaction-influence, decision-making, goal-setting, and use of control data.

JRensis L. Likert, New Patterns for Managemeat. McGraw-Hill, 1961.

19,
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Reon ndents in both groups indiceted preference for 'a more participative
manarenent style than was perceived to exist. Figures 1 and 2 show graphiéally -
the means of responses to cach of the eighteen variables in terms of their -
evaluation of current vs. preferred organizational Dbehavior and functioning
(labelled "now” and " like" respectively). Tables l-U4 provide the same data
in tabhular form, including the percentage of regpondents chdbsing the various
alternati:ves. I[n addiLion,'Qifferences between the group evaluations of
current and preferred behavior are given in Table 5. In every case, the means
were hirher for the "iike'y responses than for the "now" responses, with an over-
all averape difference of one complete scale unit. Agreement between the two
groups was quite high on the "like" responses, except for two items dealing’
with organi-aticnal control processes, probably indicating a similarity of
emphasis on a desired participative style of management. Presently the volun-
teer group sees the organization as characteristically "authoritative-benevolent”,
an average of half a scale unit (.48) below the "consultative" image which the
random gfroup projected.

The cverall organizational profile mean of 2.86 for the random ‘sample is
the same as that found in an earlier study involving top managemgﬁt and pro-
fessional staff members of the Purdue Lidbraries (Marchant;‘lb?l). Responses
20 individual items is also very similar ﬁftween the two studies.

Percentage breakdowns are also given {see Tables 6 and 7) indicating the
current and preferred organizational behavior for Professional-Supervisory,
Non-professional Supervisory, 'and Non-professional - Non-supervisory subgroups
in the random ‘sample., Similar contrasts could also be made between the various
organizational units within the Libraries. The Non-professional Supervisory
subgroup views present organizational behavior as involving more trust, candid
discusgsion, accuracy of upward communication, cooperative teamwork, involvement
in decision-making, and group participation in goal-setting than do either the
Professional-Supervisory or Non-professlonal - Non-Supervisory groups. The
situation is reversed when the use of control data becomes the focus. Non-pro-
fessional supervisors are also the least certain (more "I don't know" responses)
when questions of control are asked. Many of these trends are also evident
when preferred organizational behavior and functioning are examined.

Jtems rated lower than the overall response by both random and vol-
inteer groups include these behaviors:

- awareness of problems at all organizational levels

- obtaining and using subordinates' idess and opinions
- attitudes toward the library and its goals

- involvement in decision-making and goal-setting

- motivation to implement decisions and goals

On the other hand, the dimensions of trust, openness, teauwork, and communication
are 'presently seen as already tending toward a more participative style of manage-
ment. y

The Study Team draws attention to the tendency in the Likert results to suggest
that awareness of lower-level organizationel problems among higher levels of staff

as well as the involvement of all levels of staff in decision-meking deserves
further attention,
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Experimentel Group (Random Sample) NOW ' n-61000106

Percentages

*
- Blank I 11 CI11 IV MEAN
Leadership
1. .0 4.9 24.6 37.7 32.8 2.98
R .0 3.3 14.8 44.3 37.7 3.16
3. .0 6.6 32.8 47.5 13.1 + 2.67
Motivation
4, .0 1.6 37.7 52.5 8.2 2.67
Communication
5. 1.6 4.9 36.1 24.6 32.8 2.87
6. .0 .3 29, 37.7 29.5 2.93 .
7. 3.3 1.6 21.3 39.3 34.4 3.1
Interaction - Influence
8. 1.6 1.6 11.5 54.1 31.1 3.17
9, .0 4.9 16.4 54.1 24.6 .2.58
Declgion - Making )
W6 3.3 9.8 37.7 45.9 3.3 2.44
11. .0 3.8 41.0 22.5 19.7 2.59
12. ' .0 6.6 24,6 . 47.5 21.3 2.84
13._ - 1.6 9.8 44,3 34.4 ‘9.8 2.45
Goal - Setting
14, 1.6 6.6 36.1 49.2 ' 6.6 2.57
15. 9.8 4.9 16.4 47.5 21.3 2.95
Control
16. 26.2 1.6 21.3 37.7 13.1 2.84
17. 27.9 1.6 27.9 31.1 11.5 2.72
18, 45.9 .0 9.8 9.8 34.4 3.45

* Note--Means were figured eliminating any blank responses.
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ation

inication

~action-Influence

Experimental Group (Rendot Swmple) LIKE

Percentages

ion-Making

Setring

Blank I 11 111 v _
8.2 .0 .0 19.7 72.1
8.2 .0 .0 1.6 50.2
6.6 .0 .0 31.1 62.3
4.9 0 3.3 26.6 67.2
8.2 .0 3.3 13.1 75.4
9.8 .0 .0 11.5 78.7
11.5 .0 .0 4.9 83.6
6.6 0 .0 6.6 86.9
6.6 0 .0 9.8 £3.6
6.6 .0 3.3 44 .3 45.9
3.3 .0 .0 4.9 91.8
6.6 .0 .0 19.7 73.8
8.2 .0 .0 16.4 75.4
6.6 Y .0 47.5 45.9
18.0 0 .0 8.2 73.8
29.5 .0 .0 11.5 59.0
31.1 1.6 3.3 19.7 44,3
52.5 .0 0 1.6 45.9
were figured eliminating any blank responses.

* Note--Means
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N = 61
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3.79
3.98
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3.79
3.87
3.94
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3.84
3.55
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Leadership

[Py N

Motivation
4.

Communication

-] oW

Interaction-Influence

Control Group (Volunteers) NOW

tercentages

8.
9.

- Detrsion-Making

10.
11,
12.
13.

Goal-Setting

15.

Control

16.
17.
18.

* Note--Means were figured eliminating any blank responses.

Blank 1 |§1 II1 IV
.0 14.3 28.6 28.6 28.6
.G 0 57.1 28.6 14.3
.0 35.7 35.7 14.3 14.3
.0 14.3 50.0 28.6 7.1
.0 28.6 1.4 28.6 21.4
.0 7.1 £2.9 42.9 7.1
.0 7.1 50.0C 1.4 21.4
.0 14,3 42.9 14.3 28.6
.0 35.7 28.6 21.4 14.3
.0 42.9 21.4 21.4 14.3
.0 50.0  35.7 7.1 7.1
.0 21.4  42.9 7.1 28.6
.0 35,7 28.6 35.7 .0
.0 28.6 28.6 28.6 14.3

7.1 14.3 35.7 28.6 14.3
Y 721.4 14,3 £2.9 21.4
.0 28.6 21.4 21.4 28.6

7.1 7.1 35.7 21.4 28.6

[ o]

(2%

=]
.

[ SR AT ol g
»

.71
.57
.07

.29

43

.57

.57
.14

.07
.71

77
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l Control Group (Volunteers) LIKE N
F Percentages x
Blank 1 11 I11 v MEAN
xcadership
. 7.1 .0 .0 28.6 64.3 3.69
. 14.3 .0 .0 21.4 64.3 3.75
. 7.1 .0 14.3 35.7 42.9 13.31
otlvation
. 7.1 .0 7.1 35.7 50.0 3.46
!ggmunication
. 7.1 .0 7. 14.3 71.4 3.69
. 7.1 .G .0 14.3 78.6 3.85
] . . 7.1 .0 0 14.3 78.6 3.85
nteraction-Influence
7 0 .0 21.4 71.4 3.77
7.1 0 0 21.4 71.4 3.77
7.1 0 .0 57.1 35.7 3.38
.0 0 .0 14.3 85.7 3.86
14.3 0 .0 28.6 57.1 3.67
.0 0 .0 28.6 71.4 3.71
boal-Setting
4. 14.3 .0 .0 57.1 28.6 3.33
15. 7.1 .0 .0 28.6 64.3 2.69
&ontrol
6. .0 .0 14.3 14.3 71.¢4 3.
7. 14.3 .0 28.6 42.9 14.3 2.83
8. 14.3 .0 14,3 21.4 50.0 3.
*  Note--Means were figured eliminating any blank responses.
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P -5
NP - §
NP - NS
P - S
NP - S
NP - NS
P - S
NP - S
NP - NS
P -5
NP - 5
NP - NG
P -5
NP - &
NP -NS
P - S
NP - S
NP - NS
P -5
NP - 5
NP - NS
P -5
NP - S
NP - NG
P -5
NP - 5
NP - NS
p -5
NP - S
NP - NS
p -5
NP - §

NP - NS

Experimental Group (Random Semple) NOW

Awr e o

Percentages
BLANK 1 11 I11 1V
0 0 39 33 28
0 0 - 9 46 46
0 7 16 41 33
0 0 6 67 28
G 0 9 46 46
0 4 22 33 41
0 0 28 72 0
0 0 9 73 18
0 15 41 26 19
0 0 28 67 6
0 9 46 46 0
0 0 33 56 11
0 6 28 28 39
0 0 18 27 55
4 7 41 26 2
0 0 33 56 11
0 0 18 46 36
0 0 30 30 41
0 0 17 56 28
9 9 9 9 64
4 0 26 41 30
0 0 6 67 28
0 8 0 36 55
4 0 11 63 22
0 0 17 67 17
0 0 0 45 55
0 7 26 44 22
0 0 28 72 0
0 0 46 36 18
7 22 41 30 0
0 6 50 33 11
0 0 46 36 18
0 11 37 26 26
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(cont'd)
ixperimentel Group (Ramiom Semple)  N(W ,
L R
~ .
BLAMK I 11 II1L IV
e, P -5 0 0 17 67 17
NP - 5 0 9 18 36 36
NP - NS 0 7 30 L8 15
13. P -8 0 6 39 50 6
NP - 5 0] 18 27 36 18
NP - NS 4 7 52 30 7
14. P -5 © 0 28 o7 0
NP - S g 9 18 55 18
NF - NS 0 11 48 33 7
15. po- s 17 0 11 50 22
NP - S 18 0 9 55 18
NP - NS 4 11 19 41 <
h*
16. | 22 6 ) 56 11
NP - S 36 0 36 18 9
NP - NS 26 0 26 30 19
17. P -5 22 G 33 33 11
NP - S 36 0 36 27 0
p NP - NS 30 4 18 - 30 i9
18. P -5 L 0 11 11 33
NP - S 64 0 n 18 18
NP - NS 44 0 11 b 41

* Number of respondents:

P-S Professional-Supervisory 18
NP-S Non-professional-Supervisory 11
NP-NS Non-professional-Non-supervisory 27

(NOT included: )

P-NS Professional-Non-supervisory 2
Anonymous ' 3
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Percentages

Blank 1 131 " 111 1v
P -5 11 0 0 22 67
NP - § 9 0 0 9 82
NP - NS 7 0 0 19 74
P - S 5 0 0 0 94
NP - S 9 0 0 0 91
NP - NS 11 0 0 4 85
B - S 11 0 0 22 67
NP - S 9 0 0 46 46
NP - NS A 0 0 37 759
P -5 11 C 0 28 61
NP - S 0 0 18 9 23
NP - NS 4 0 0 22 74
p -3 11 0 0 - 0 89
NP - S 9 0 9 18 64
NP - NS 7 0 A 22 67
P -5 11 0 0 11 ‘ 78
NP - S 9 0 0 18 73
NP - NS 11 0 0 7 82
P -8 11 0 0 6 83
NP - S 18 0 0 0 82
NP - NS 11 0 0 7 82
P -5 11 0 0 6 83
NP - S 9 0 0 0 91
NP - NS 4 0 0 11 85
P-S 11 0 0 0 89
NP - § 9 0 0 9 82
P - NS 4 0 0 19 78
P -5 11 0 0 39 50
NP - S 0 0 0 46 55 .
NP - NS 7 0 7 52 33
P -~S 11 0 0 0 89
NP - S 0 0 0 9 91
NP - NS 0 0 0 4 96




13.

14.

15.

16.

17.

18.

P - S
NPO-S
NP - N5
P - S
NP - S
NP - NS
P - S
NP - S
NP - N§
P -5
NP - S
NP - NS
P - S
NP - S
NP - NS
P - S
NP - S
NF - NS
P -5
NP - 5
NP - N&

LAV o

(cont'd)

Experimental Group (Rendom Semple) iRt
Blank 1 11 11T v
11 0 0 2 67
0 0 0 18 82
7 0 0 22 70
11 0 0 17 72
0 0 0 9 91
11 0 0 22 67
11 0 0 56 33
0 0 0 36 64
7 0 0 52 41
22 0 0 o 78
9 0 0 9 82
22 0 0 11 67
28 0 0 11 61
36 0 0 27 36
30 0 0 7 63
28 0 0 22 50
36 9 0 27 27
33 0 7 15 44
50 0 0 6 44
73 0 0 0 27
2 0 0 C 48
7 Number of respondents:
P-S Professional-Supervisory 18
NP-S Non-professional-Supervisory 11
NP-NS Non-professional-Non-supervisory 27
(NOT included: )
P-NS Professional-Non-supervisory 2

Anonymous 3
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RECOMMENDATIONS

The Study Team makes the following recommendations which may effect the

organizational structure.

3-

7.

10.

151

17.

18.

The Libraries/AVC should structure its organization along more functional lines.
A study should be made to determine priorities and locetions where regrouping
of related and/or similar functions cen be achieved, including the Audio-Visual
Center,

A Planning Office should be formally established under the supervision of the
Asscciate Director bringing together the functions of planning, budgeting,
personnel, management information, systems and research.

Attention should be paid to the spans of control.

A thorough review should be mede of the Readers Division organization with

a view to further consolidation leading to eight school librarians reporting
to the Assistant Director, who in addition would be given adequate adminis=-
trative assistance,

We encoﬂrage the forthcoming review of the organization of the Catalog Urit.

There should be a greater consciousness in recruitment of the desirability
of building up & wide Egéggh;f expertise (e.g., SDI, user surveys, historical
bibliography, interview techniques, citation analysis, specialist literature
of any kind) as well as subject beckgrounds. This would increase the collec-
tive competence of the Libraries/AVC. Greater femiliarity with the exploita~
tion of such specialiat knowledge should be developed inmediately.

A new classification of employment, between clerical/service and professional
in terms of salary, benefits and responsibilities should be established. This
new classification would consist of several strata of "para-professionals" who
perform highly skilled, technicel and/or semi-professienal functions and should
include the OAA and TAA class%{}cations.

In order to ensure coordination of academic programs with library needs,
commmnication between the Libraries/AVC and all scademic departments should
be improved.

Liaison between the Libraries/AVC and the various research centers of the
University, such as LARS, TPRC, Thermal Science and Propulsion Center, etc.,
would benefit the information needs of many potential users.

consgolidation of small collections should be investigated,

Expaneion of the current book delivery system should be investigated.

The "Catalog Information Service” should be expanded and made more visible
to potential users,
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The planned congolidation of the circulation and reference deaks of the
General Library should be implemented and & General Information Desk should
be locaped near the Main entrance to the General Library.

Reference service in the General Librery should be tallored to the needs of
the users end organized to provide graduated levels of service from &n
"information de#k” up.

The staff at all levels should be involved in committee work.

Committee work should receive more publicity in order to mcquaint staff with
activities, recommendations and decisions,

Change the Administrative Council's neme to Administrative Advisory Councili
and allow Council members to send a substitute.
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CHAPTER VIII

STAFF DEVELOPMENT

This chapter is based on the report of the Task Force on Staff Development.
Membership of the Task Force was C. Cetti, M., Dunn, D, Fry, M. Hayes, snd E. Posey,
Chairperson.
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GROUP SESSIONS N

General Remarks

With the enthusiastic ccoperation and asgistance of the Measurement and Research
Center, notably in the person of Dr. James Derry, the Task Force on Staff Development
set about the task of determining the staff attitudes in the various areas of cur
charge.

The Task Forge decided to combine the questionnaire and interview techniques in

e aeries of group sessions ipvolving as many of the steff as was possible. The staff
was divided into six groups, as follows:

Clerical/clerical (Technical service, secretarial)

Clerical/Contact (Reesder services in General Iibrary, circulatiocn)

Clerical/Departmental

Support (Shipping, receiving, and shelving)

Clerical/Support AVC

Profeasional

A total of ten meetings were held (four of the groups were handled in two sec=-
tions due to the numbers of people involved). Morning and afternoon seasions for the
four larger groups were scheduled to make it possible for more people to attend.

Dr. Derry conducted each of the sessions. The general format consisted of admin-
igtering & questionnaire to each of the groups. These were collected, then each group
was split into smaller groups and asked to come up with a list of items they felt were
particularly relevant to their interests. The results were then used to generate v

~ responses from the entire group.

The output of these sessions weas of three types. First, the responses to the
" guestionnaireas were tabulated, means and frequencies were commted, and these results
conveyed to the Task Force, Secondly, the comments generated by the discussions were
listed. Thirdly, Mr. Derry gave us his impressions of the subjective parts of the
discussions--the topics that seemed to generate the most discussion.

Sumery of Responses to Questionnaires

This section is included to provide a profile of the overall responses to the
questionnaires, rather than a unit-by-unit breakdown. This more detailed information .
is also availsble, although it is not included with this report, and may be used when
information in greater detail is required for planning or organizational purposes,
at the discretion of the Director of Librariea/AVC.

Comments on the Tables of Responses to Questionnaires

166 out of the total staff of 258 responded to the questionnaires, or ebout
64,5 percent, '

By groups, percentage responges were as follows:

AV Center 50%
Support 75%
Professional 66%
Departmental 56%
~ Contact 52%

Clerical 5%
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A word of explanation is needed concerning the interpretation of the follow-
ing results. Sometimes respondents did not answer a particular question. 1In
these casés, the Measurement and Research Center decided to treat a blank response
as "undecided™. While this seems & reasonsble procedure, it is possible that
"undecided" does not really reflect the attitude of the respondent. Therefore,
the resder is recommended toc observe the distribution of the responses and to
note the most frequent response which has been encircled. However, the reader
should bear in mind the numbers in the}"undecided” column may be higher than
they should be,

The column on the extreme right is the average of the responses, based on
the assigning of values to each response:

Strongly Agree rated 1
Agree rated 2
Undecided rated o}
DPisagree rated L
Strongly Disagree rated 5

The Mean column provides an average of the responses,

Consider for example, the first question. The most frequent response is
Agree with 61 such responses. This has been encircled to draw attention. How=-
ever, it is prudent to observe &lso that the second most frequent response is
Disagree which occurred 41 times, Both are reflected under the Mean which is
2,6 a value which less than three and therefore reflects a majority of agreement
but .1s close to 3 (Undecided) indicating there is not a clear cut consensus of

agresment.,

Note that results given are the actual numbers of respcnses., They are
not percentages,
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Comments from Group Sessions

Y~ Sugervision

more communication between working staff and administrative officers
stock answer - ''we are studying it"

Library administration - breakdown occurs here. I'd like to put some of those
people at the desk and see how they survive. :

rank pulling is rank...backing needed by supervisor...special cases (exceptions)
hurt...rulea are not followed... .

better work distrivution needed
clearer definition of jobs
more trainingAfor supervisor - e.g. public relations

who is supgévisor? Librarian or senior clerk? Librarian often not around, but
senior clerk has no authority. '

slow chain of command with too many hossés; boss 1 and boss 2 contradict each other

scme don't have time or interest in supervision, distorted views of efficiency...
supervisor should know your job as well as you do...human relations

decisions predﬁte committee?
reciprocael evaluation with supervisor

supervisor unresponsive/misuse of supervisor/my supervisor is the library flunky

> too many mysterious mandates

administrators should circulate more...see what we're doing...understand
whether a directive i1s possible before issuing it

gupervisors change ruleé'gnd make people look silly

procedures are changed by-someone higher. happens all the time. makes me so 7
damn mad. wheels don't care how we lcok. we have no backing. .

need set of basic rules tc abide by - supervisors/administrators say - why make
rules we can't enforce. Do what the professor tells you. They mske a
rule one day and break it the next...the supervisor is the chief culprit

a little bit of improvement in communication with administration on & one to one
basis...decisions through too many hands

more feedback on decisions and projects initiated by us

better definition of decision-making, policy and responsibility
a. not quickly enough - system level
b. lack of clear delegation
every person involved, hence slow .
reluctance to make decision at low levels - inability rather
then reluctance because of lack of delegation

[oTaEe}

no proper training in supervision -~ human relationships, dealing with people on a
personal basis, how to ingtruct, lack of trust '

send (Derry and) administrative staff on a tour with students this fall

ERIC

IToxt Provided by ERI
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Working Conditions

cormittee with backbone to listen to complaints and negotiate
more full-time help -- less 1/2 time '

rarrovness of function -- job rarrcw

more time off without pay especially during breaks

no upward mobility -- a "board" across the top

women and men are not hired at the same rate%...men make more ~- shelvers vs.
reference...ghelver starts at $2.50 equivalent to a clerk 3

no backup personnel

flexibility of work hours -- scme people arrive at 7:30 (ride with husbands)
and would like to leave at L:30 instead of 5:C0

qualifications -- are they realistic? degree? doesn't seem to make any sense
-- poor utilizaticn of talent

misuse of personnel -- moving equipment up stairs as ordered by library adminis-
tration, in order to save money. ‘Why not physical plant?

protegsionel doing nonprofessional work; nonprofessionals doing professional work
lack of continuity because of turnover
discrimination in supervisory positions

Job Audit Specifically

what have audits produced? "they changed my title" "psychological income”
Jjob audits -- those who benefitted were with general library

administration {Purdue) inconsistent -- first cut benefits {jp's) and then
conduct their seminars to find why we don't attend staff meetings, etc.

restoration of semi professional to free professionel for faculty-type activities
(which gain promotion)

semi profession - career ladder...gone away with university personne{ audit
inaccurate - unjust - demoralizing

junior professionalhassie -- people screwed out of benefits

Benefits & Salaries

increase salary
a fair living wage willhi cost of living increase
more merit improvement (financially and position of responsibility)

job classification...you can get prcmoted without pay raise because of salary
schedule overlap

be consistent with service credit...at least explain the policy
more even vacation time between professional and clerical
flexibility...job description, rotation, promotions, pay, enrichmeég

P
money -- merit raises and cost of living schedules should be consistent across
CP° University

IToxt Provided by ERI
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board across ‘the top -- nowhere %o go for promctior..,.more challenges should
be built intc jobs
schelarships In training and education tc those who are interested

Increased awareneas of benefits...scme departments don't approve of the
behef{ita (Bet up resistance to taking courses)

rewarda for not using up sick leave

paperwork/red tape discourages persons from taking ccurses

why never merit raises? good work not recognized

lack of Communication
{between units) & general lack of knowledge about what's going on 1

excessive depertmentalization without communication between units
staff meetings on regular basis o \

too dependent on general library and no input into decision-making "they think \
we are idiots"

no sense of working on the same team when we call central libreary » ,
more interaction between units...don't know function...more cocperation
secret palary schedules...a2xplain the policies...service credit...how established

deficiency of persgcrnal cooperation and understanding of colleagues job and
problems...MORE TEAM SPZRIT

Miscellaneous

— administration should finally decide the mission of this library

why typing test only for women?

more time for scholarly pursuits -- reading, writing, and learning ahout the field
no input into;@ecision-making; no general staff meetings: let us air our gripes -
assess $1 for bullding fund from students

~ need to change lack of respect for professional ccmpetencies to an acceptance by
university community

Things Pecple Like

like the peonle T work with

Jjob security -- nd dress policy

I can go to supervisor with personal problems

pleasant

never a dull moment

insurance benefits

pleasant, clean, dealing with high-class people

self satisfaction in dealing with people - 1
friendly atmosphere among employees

out-stations; more independence, nearest thing to selif employed, flexibility
~— of working hours. 90% of students and instiuctors are decent to work with

O rilety, not like an assembly line
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SUPERVISIOR

Gsneral Remarks

Although we recognize that a separate Task Force dedicated to leadership and
Bupervision was in operation, ins Tawk Force on Staff Development determined theat
this subject must also be covered by the Task Force on Staff Development, specifi-
cally a8 it relates to our charge: "Particular attention should be given to the
rethods ant techpigues availabla for the development of adminiatrative and super-
visory skills."

The S¢udy Team is convinced that material benefiis will result from the
planned apnd judicious implementation of mansgement techniques derived fram the
behavioral sciences, developed theoretically in institutions of higher learning,
and implemonted by corporatiors both large and small.

It nay be useful to state briefly how this porition was reached. The reading
specified in the study nn.nual, especially Tracey, Goodman and Stone, point to
this conclusion., Secoadly, the Task rorce was especlially fortunate in securing
input from an adniniotro.tor in local industry, where these technigques have been
applied over a poriod of years with redlly dramatic results. The fact that these
+schniques have been adopted by large corporations (American Telephone and Tels-
graph, General Motors, General Elsctric, Standard 0il, Detroit-Edison-~the list
could be extended indefinitely) was also persessive, If indeed hard-hsaded,
profit-minded businessmen discard the whip in favor of more humene (and sciemti-
fically productive) methods, it seems intuitively evident that the Libraries/AvC
should at least consider them,

What are these methods? It should be stated here that the "method" is not &
cut and dried, packaged plan that can be adapted indiscriminately to any organiza-
tion. To be successful, a carefully planned intelligent approach must be taken
which considers the special needs and problems of the encire orgauization. rurther,
the program wust gein the enthusiastic acceptance and cooperation of a majority of
the wemvers of the organization and especially those in top and middle administra-
tive positions. Scme of the key elements are:

1. Maslow's hierarchy of needs - paraphrased; people's needs may be
ranked on & continuun from the basic needs such as food, shelter, —
and safety on up to the ''apex of self—accomplishments in one's own
right”. These needs include respect in one's work and its impor-
tance. Modern management theory pays espAcial attention to these
individual needs, 5

2. Participative mansgement - in perhaps oversimplified termsf this
suggests that decision-making be forced down to the level where the
results are implemented, insofar as possible. Staff needs to have
an input to the decision-masking process, and further, a meaningful

input.

%3, McGregor's "X-Y" theory of management characterizes the "X" theory
as a belief that humans dislike work gnd prefer to avoid responsi-
bility, but the "Y" theory, co“"crsely, assumes that work is a natural

activity and that it is possible to motivate people to act in concert
with the goals of the organization. These theories cbviously have

important implications for managerial styles, and the Y theory, in
particular, underlies many of the strategies of the so-called ' 'modern"

management styles. 4
4, Social interaction skills - these are also sometimes characterized ~
o . as "human relations training"”. A few examples - individuals need to

IERJf: correctly perceive the effects of their behavior on others, under-

[N
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stand the dynamic complexities of group behavior, help diagnose and solve
problems between units of the orgenlzation, appropriately interact with others,
and 8o on. These skills can be developed and enhanced by formal tralming pro-

grams.

5. A key part of these proposed techniques is the attitude of all supervisors,
Organizations which have adopted these techniques report a marked decredse in
inter-departmental jealousy and rivalry, with a corresponding incresse in
cooveration. "Teamwork™ and "Respect” are two of the cornerstones, and more
than lip service is given to these concepts. Every employee is continually
made aware 6f the importance of their contribution to the oversll success of
the organization, and a real sense of community 1ls developed.

Since most of the specific cases examined are related to profit-making organiza-
tions, the questions legitimately arises as to the pertinence of these techniques for
non-profit making entities. We submit that there is & great deal of similarity between
the day-to-day activities of both kinds of organizations. Some industrisl models are
closer to that of the Libraries/hvc than others-~~for instance, the hospital model sug-
gests itself as being somewhat appropriate to our needs since (1) the hospital deals in
services, (2) these services are implemented by a relatively small professional staff
and a larger support staff, and (3) profit, if a consideration at all, is usually not
a prime purpose of the organization., The hospital hes been studied intensively by
behavioral scientists, and the results of these studies are readily available.

The only instance the Task Force found where these techniques have been tried in
an academic library is cited in "In-House Treining of Supervisory Library Assistants
in a Large Academic Library" by Betty Jo Mitchell, Associate Director of University
Libraries, California State University, which appears in College and Research Libraries,
March 1973, Vol. 34, No. 2, Pages 144-149, This particular program was mounted without

" appropriate groundwork, which we assume will be dome in our Libraries/AvC.

Implementaticn: Some Illustrative Examples

Rather than specify a particular course to follow, the Study Team feels more com-
fortable in pointing out several possible courses of action. 1In reviewling these sug--
gestions in the section immediately following, the reader is asked to note the points
of correspondence as well &8s the points of departure--some of the more fundamental dif-
ferences, for instance, hinge upon the use of the qualified expert from outside versus
in-house committees. We stress that the relative position of each approach in this
document dses not imply & priority reiationship in the minds of the Study Team.

One approach might be the establishment of a Committee for the xpress purpose of
implementing these proposals., The Camittee might consist of representative (and inter-
ested) supervisors from every level and unit. Their first task would be to acquaint
themselves in depth with the various techniques, procedures, theories, etrc., in the
area of modern management--possible ways of doing this might include attendance at
seminars, the invitation of experts (both local and from afield), pilot studies involving
certain areas of the Libraries/AVC (employing such procedures as senaitivity/awareness
training, T-groups, role playing, man&egement games, etc.). After this committee gains
a reasonable knowledge and proficiency, & large scale educetional program could be
designed and instituted in the entire system. Provision should be made to continually
update these ckills and to monitor the results. As remarked before, success is con=
tingent upon having the enthusiastic cooperation of a majority of the staff. However,
vhere these- techniques have been instituted, a "bandwagon" effect is frequently noted--
# substantial success in one area is likely to cause other groups to want to participate.

would be realistically recognized, however, that not everyone will "buy" these

Q
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Another approach to implementation would be the hiring of a professional management
person with experience in organizational development, manpower plenning, and people
sengitivity skills specifically for the purpose of planning and directing & program in
supervisory training., An sdvisory committee of representative and interested super-
visors from every level coulda be established to assist in the program, This committee's
members should follow the general steps outline in the above paragraph to familiarize
themselves with the field, Unier this arrangement, the experienced professional would
head and direct the program, while the committee's purpose would be to ascertain needs

and publicize the program.

N

A third possibility, in consideraly more detail than the skeletal outlines above,
is the following program;

This system of management can be referred to by several descriptive adjectives, how-
ever, for our purpose we will adopt the terminology of "Participative Decision Making"
(pPM), rarticipative decision making is essentially "e mode of organizational operation
in which decisions as to ectivities are arrived at by the very persons who are to
execute those decisions™ (Lowin, 1968, p. 69).

The implementation of & PDM system cannot survive without a few general ground rules,

1) The decision for a participative system must be accepted and encoursaged by
top level management.

2) The chenge to a participative system must be one allowing for the acceptance
of PDM through a level by level, top to bottom exposure to and participation

in PDM,
3) This change should not be expected to occur without the training and education

of organizational members ir PDM methodology.

Tmplementation within the Purdue Libraries/AVC might be considered on four levels.

Level l--Workers or cleric&l/support/service people.

level 2--The foremen or .first level supervisors of level 1 perscnnel.
Level 3-=Unit or department heads,

Level L--The Libraries/AVC Directer and Assistant Directors.

(Note--Where it may app;y,‘Levels 2 and 3 can be combined. Level 1 will be
referred to as the basic work unit or work team.)

Steps for Implementetion

Step 1--The Libraries/AVC Director, Associate Director and Assistant Directors
(Level L) should attend an outside program in participative management, preferably con-
current with sessions in human relations training and manegement development (e.g., the
programa offered by the National Training Laboratories, Bethel, Maine), It is suggested
that since there seems to be no one overtly qualified on the Libraries/AVC staff in the
development and supervision of programs or training in PDM or human relaticns, that an
outside coansultant be secured to develop & program specific to the needs of the Purdue
Libraries/AVC. This committee also offers the suggestion that resources from the Uni-
versity by proselytized for this task. Perhaps é“}/h time graduate student assistant-
ship could be offered to a Ph,D. candidate in Industrial Management, Organizational
Psychqlogy or Organizational Commmnication as an 1nexpenaive and efficient mesans for
fulfilling the needa of the Libraries/AvC.
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(Note - It cannot be emphasized enough that any program of this nature, to be
successful, must be perceived by subordinates in the organization to ke positively
valued and reinforcad through: the actions of top level management.)

Stlep 2 - A committee should be created through a di&gonal grouping of individuals
acrcgs all organizational levels and departments to act &s an adviscry committee whose

purpose 1s input and feedbgck for organizational implementation of PDM. This committee

should consist of approximitely 8 members representing eachoof the various units
within the Library/AVC system. (A suggested breakdown would be one member each from:
order unit, card prep, serials, Systems/LSD/INRU/ITIS, AVC, departmentsl libraries,

reference/circulation, service (shipping, shelving, etc.) and figcal offlce/personnel )

Each representative would have equal rights of membership including voting privileges
with power as a group to make binding decisions in organizational coordination of
Participative Decision Msking.

Step 3 - The Library Director and Assistant Dipectors (Level 4) should begin
meeting with unit and departmental heads (Level 3)./and openly practice PDM through
information sharing and delegation of decision making authority to the individuals
directly responsible for them. In-house workshops and/or training sessions in FDM,
"human relations"”, and supervisory skills should alsc be initiated for unit and de-
partmental heads. A representative from Level 3 should be elected by his peers to
represent their interests and input at the regular meetings of Level 4 personnel.
These elected representatives may be referred to as linking pins in respect to
the missicn they serve through linking all levels cf management together with input
and feedback to and from each separate level. (These répresentatives will also
hold equal membership end voting privileges as regular committee members. )

«Step 4 - An in-house program of PDM, "human relations’ training ahd super-
visory skill building should be initiated for Level 2 personnel. This group will
also elect a representative to serve the linking pin function on the Level 3

committee.

(Note - Understandably Levels 1 and 2 will contain the largest number of individuals.
Tt 18 suggested that due to this circumstance, committees of Level 1 and 2 personnel
be restricted to those individuels directly related to the accamplishment of
specific or closely related tasks (i.e., shelvers-and shipping personnel although
on the same level, would still ccmprise two sepetrate committees).: Concommitant
-with the groupings of Level 1 personnel, a member frem each separate grouping is
/elected to serve as & representative to a general committee of Level 1 personnel
‘who in turn will elect a member to serve as & representative on the Level 2

committee. )

Step 5 - Level 1 personnel should be formed into basic work teams whose
function is specifically oriented to similar tesks within e unit or complementary
tesks within a department. The responsibility for PDM training will rest with the

Level 2 and 3 supervisors.
Some basic tenets for committee organizaetion should be:

1. The purpose of the committees is one of an on-going communication

process .of information exchange and feedback rather than crisis

intervention. '

Any member who feels that his rights or privileges under a,system of

PDM are being restricted or infringed upcon may consult with the

advisory committee for investigation and subsequent actilon. (This

3hnuld not be confused with the function of a grilevance cormittee. )

3. The personal needs and interests of the individual should be encouraged
and developed with an emphasis on blending organizational goals with
personal goals.

nd

N

|
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Resources for Implementation

A variety of techniques and resources are aveilable to assist the Libraries/AVC
in switching to this new managerial style. The Task Force met with Mr, Dewey
Scheuffler, the lanager of iraining and Staff Development for the University, who
offered the services of his office in preparing a supervisor's instrugtion program.
Mr. Scheuffler stressed the importance of the Libraries/AVC developing its own
program, with the advice and assistance of his office. He also gave us an idea of
the multiplicity of training devices available - programmed texts, audio and visual
aids, management games, etc.

The Measurement and Research Center is alsc very interested in the implementa-
tion of & program of this type in the Libraries/AVC, and have offered their
agsistance. The Task Force called upon them to help design and conduct the group
sesgions - these sessicns, incidentally, are a good example of just one of the "new"
techniques involved in modern management. Additional expertise is available from
the Krannert Schcol of Industrial Administration, Organizational Communication,
Organizational Psychology, etc.

These are some of the training aids called tc our attention which can be
incorporated into a program for staff development using modern techniques.
Some of the films currently in the AVC are: N
Human Relations in Supervision (Armstrong Cork Company, parts 1-4)
Supervisory Relations Series (film strips)
Management of Human Assets (Likert)
Motivation through Job Enrichment

Simulation games are another tool which may be utilized in this area -
the following are owned by the Personnel lepartment:

R

Handling Conflict in Management: Superior/Subordinate-Group
Conflict, and Conflict Among Peers, Superior/Subordinate
Conflict. (3 Parts) Roles: participants are managers in a
medium~sized company/ Playing time: approximately 2 1/2 hours
per part. Teams of five players; the number of teams which can
play 3imultanecusly is unliimited. ~

Managing Through Face-to-Face Communication (...provide an
opportunity for middle managers to practlce their ccmmunications
skills) "...invclves perception in differences in meaning,
working with abstractions, tailoring messages to the receivers,
separating fact from inference, and dealing with emotional
statements.” Rcles: participants are middle managers.

Playing time: approximately 3 hours. Three to five players
per team; any number of teams can play simultaneocusly.

Other ccmmercially available programs include items as Didactic Systems’
Jot. ¥nrichment Multi-Media Program, one-day Seminar which can be run by the
Lioraries/AVC - it includes a Seminar Leader's Guide and audio tape ($75), and
participants' materials at $15 per participant.

Programmed texts are another item which might be used - an example is:

Burby, Raymond J. An Introductior to Basic Supervision of People.
Addiscn-Wesley, 1966.
We cite these illustrative examnles to indicate the variety of available tools

which might be “incorporated intc a supervisory development program - these are only -
.es, and many more are readily available. ,
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These conceptes and techniques are srduous, time-consuming and occasionally

_ frustrating., Rather than hiding behind a desk and iassuing reams of directives,
the executive is required to interact frequently with his or her staff. This
means & reordering of priorities must occur, and may have organizational impli-
cations, Span of control, for instance, may have 1 L2 reduced in some cases
to permit this type of interaction., Attitudiaal chenge is elso directly involved,
and this may be the vLiggeat hangup in instituting this type of progrem. The
hierarchical system of management is so deeply imbedded in most of us that major
paychological changes will be required for whole-hearted acceptance of many of
thesge things.” This is why a thorough and well thought out progrem is essential.
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CLERICAL AND SUPPCRT STAFF

General Background

The average tenure for all clerical positions in the Librariea/AVC is one year.
The holders of these positions tend to be (1) graduate studept wives, and (2) pro-
bably overeducated for the tasks they perfcrm. The combination of these factors
poses a special problem in stafi development, especially in the larger sense of job
enrislment and satisfaction.

Education

It 1s especially essential that this group be made fully cognizant of the formal
educational opportunities which are a part of the benefit package at Purdue, and
that turthermore, every effcrt be made to makc it possible for all individuals tc
take advantage of these opportunities. It should be a matter of firm policy to
insist that supervisors make every effort to alter schedules as is necessary to
enable personnel to take courses. In cases where there i8 an apparent insoluble
conflict, the supervisor should be abie to turn tc either a clerical pool or
arrernge with other uniis_to provide temporary desk coverage. To expedite matters,
the Task Force recommended that a clericel pool be established to provide temporary
coverage for ebaences occasioned by ectivity of thias type.

N F-3 B

The Study Team recommends a Staff Development function should be defined and
responsibility assigned, It is further recommended that the functions of the Staff
Development Office include the capability of advising end counseling staff who wish

' to teks formal courses. In the exercise of this function, this office should be

fully cognizant of, and refer staff to, such valuable specidlized facilities as =
the Guidance Center with its exteneive testing facilities, Prychological Services,
Speech and Hearing Center, and other centers or expertise, This office would also
regularly publicize the svailability Ofé@hil opportwnity to the entire staff,

Upward Mcbility

Criteria should be developed to enavle the ccmparison of a non-related degree
to experience and specialized training. Some specified combination of practical
experience plus specialized training should be equivalent to & non-related formal
degree. This is seen as intrcducing more upward mobility among clerical and service
stdff, and should improve long-term morale. The concept of a standardized civil
service tests might be incorporated into the program. ~

Supervision

'Due to the inherent frustration engendered by the combination of high turn-
over and & "captive" labor market, the Study Tesm feels that it is expedient to
recommendation is dealt with at length in the Supervision Section. Here, it is
important to note that these methods should minimize friction at the interface
between supervision and work staff. An important part of these "new" technigues .
is the delegation of some of the supervisor's authority to those being supervised -
as mentioned above, most of the staff is quite capable of exercising jndependent
judgment in the area of their work assignment. As this is implemented, it is
predicted that job satisfaction will rise proportionately, as frustration decreases.

ERIC
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Because ot the high turrover rate, it is especially important to establish a
detalled and on-goling job training program. While expensive in time end staff
effort, this seems to be a necessary concermittant to the utilization of cheap
labor with & high turnover rete. Detailed job manuels should be written for each
separate job, in consultation with the incumbent and the supervisor. Elements
which are common to a number of positiens should be made the subject of a formally
organized ani prepared "mini-course’, which can be produced and packaged with the
as8.stance of the Audio-Visual Center and the Instructional Media Research Unit and
~ used for training purposes. The unique characteristics of each job, which may have

to be communicated firet hand to new incumbents, should also be made a part of each
detailed job anelysis. Insofar as possible, the performance levels expected in
each quantifieble aspect should be spelled out explicity and in detail.

Beyond Orientation

A recurring theme among the number of "inputs" to the Task Force has been the
need tor a gongistent, meaningful and cn-going training program for all clerical
staff. While an impecrtant segment of this training should be job performance orien-
ted, the equally important element of developing & sense of pride in one's work and
& good knowledge of how this work relates to the overall Library/AVC effort must
not be neglected. It 1s suggested that unit heads devote serious attention to this

- agpect of training. The important point is that the staff member should learn not
only how their department operates, but should also be informed as to how other .
units function and the overall relationship of all units to the purposes and goals
of the Libraries/AVC.

Human Relation Skille ) : Lo

8taff members whose duties bring them into contact with our clientele should
receive additional trainlng, ond perlodic updating, in human reletions skills.
Since these people conatitute the exposed 1/8 of the "iceberg" (ths Task Force's

)s it is especially important that they be aware that they are represent-

ing the entirve library. It is recommended that an interested committee of supervisors
from all levels (and not chosen arbitrarily) develop ways of implementing this pro-
gram immediately. A variety of techniques are available - climate studies,
attitudinal change techniques, sensitivity training, role playing, etc., etc. The
Measurement and Research Center has indicated, through Dr. James Derry, that they
stand ready to assist in this most Important effort.

Staff Association

The Task Force commented that 1t was intuitively evident that the morale problems
smong clerical staff can be alleviated to some extent by an improved staff agsocimtion
which batter meets their neede. It was recommended that the association have its own
newsletter; free from faculty control, that the association should have time set aside
during working hours for meetings, and its publication should be subsidized by the
L/AVC administration (as is PULSES. It anticipated that this organization would
provide dire&tion and cohesiveness to staff develommant efforts dirscted towerd their
area, It farther argued that the excess of talent above cen be well applied to this

jmportant taak. ‘

&

. The Study Team, bearing in mind the comments of other Task Forces and individuals,
" has recommended a broadly based Committee for Staff Concerns which should review these

matters.

Commnication
E i?:‘ It is noted that of the morale problems in the Libraries/AVC seem to stem
om inadequate commumication, and that this is especlally true of the Cle;dca_ul and
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Service Staff, All units Geem to need more productive and informative meetingsa -

both on » unit level and on & system levei. People want to know what is happening,
how 1° affects tham, and to have the opportunity to speak out on issues which

conce 1 them. The group session comments and other inputs to the Task Force seem

to indicete & perceived unresponsiveness on the part of the Personnel Office toward
the L/AVC staff.

On another level, and this 18 also covered in the section on Supervision, it
is essentisl that all supervieors at all levels get out of their offices and talk
to the staff on & one-to-one basls, a one-to-several basis, and in verious other
modes. While it 1s perhaps a natural tendency for supervisors to become "desk-
bound",the Task Force feels that real dividends will be experienced by activity of
this kind - staff will gain an increased sense of community and anterprise with a
corresponding increase in morale and job satisfaction.

Junior Professionals/Job Audit

I+ is evident to the Study Team that a considerable residue of resentment still
exists regarding the abolition of the position of Junior Professional. The Pro-
fessional 3taff regarded this function as being supportive of their desire to do
more "professional” type work, and the former incumbenfs are dissatisfied both
because of the consequent loss of status, as well asg the loss Of real benefits. The
clerical/service staff who were not Junior Professicnals 8till seem to have the
feeling that they as a group lost samethlng - for 4instance, it wes theoretically
possible for them to move into this group, and that capability no longer exists.

The Study Tesm feels that the ﬁaraprofessional" by whatever name, is an
integral and important element of .the steff of the Librar .es/AVC and is due recog-

nition both in the form of status and benefits, It, therefore, recommends that a ~

new classification of emfloyment, between clerical/service and professionel in terms
of salary, benefits and responsibilities should be established. This new classifica-
tion would consist of several strata of "paras-professionals” _who perform highly
skilled, technical and/or semi~professional functions and should include the OAA and
TAA classifications.

o

Grlevence Procedure

Taking note of present 1nadequacies in the grievance system the Task Force
discussed formation of a grievance procedure or committee having clearly defined
responsibilities, limitations, and powers, BSavaral of these methods are outlined
briefly below, It was decided that no one method would be recosmended, this’ boing
viewed as sn important decision to be reached by the entire stafy, ,

Therefore the Study Temm recommends that a more cffective system for grievances
or complaints should be sstablished. .

The Task Force suggested the following possible approachea to & grievance syetem:

a) ‘Formation of a committee composed of representatives from all branches
and levels of staff excluding the administration, t.e., Asa't./Assoc,
Directors and the Director. This committee would be elective=-the pro-
cedures for electing to be carefully worked out to ensure representation
of all groups., Having received a complaint the comamittee would be
authorized to investigate, interview and reach an enforceable decision.
This deciaion, along with the reasons for having reach it, would dbe
reported to the Director. He/She would then have the opportunity to
provide any information which might affect the deciaicn rsached. How-
ever, tha esntual authcrity to successfully setile tas complaint would
be vested iz tne commiiiee,
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Development of procedural, structural system. The basic outline for
this approach is a series of elective committees. Each branch or group
of the staff would elect a set number of their peers to a conmittee,
Complaints would be brought first to this committee where preliminary
discussion and investigation would be carried out with the possiblity
that a solution would be found end the complaint eliminated. If not,
the complaint would be ®Brought to another committee representing a
breoader spectrum of the library staff. The process would be then re-
peated with the addition of new and differing viewpoints. The mumber of
and the structure of the ‘rarious committees would be devised after ex-
tensive investigation of the Library steff system. However, at some
point a final, representative committee would reach a binding decision.

Incorporation of the “grievance committes” into the duties of a new
position. This position would require a professionsl, experienced
personnel mansger and education officer with strong orgenizational develop-
ment, manpower planning, and people sensitivity skills. This approach
works from the idea that one person of this nature would be more efficient
and economical than a conmittee of several members. This person would

have a complete working knowledge of the policies of the university and
top library sdministration. She/He would serve as an intermediary between
staff and supervisory, and alsoc have a thorough knowledge of payroll and
benefit programs.
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PROFESSIONAL STAFF

General Remarks

The professional librarian in the Purduc Libraries/AVC seems to be enmeshed
in a strange system which imposes conflicting demands and poses some very difficult
questions relating to staff development. On the one hand, it 18 the profegsed
attitude of administration that researching and teaching the conventional modes in a
high level are desiderata especially to justify our having "faculty status" - on
the other hand, it is immediately apparent that professional staff members are re-
warded in promotion and salary for superior performance in the areas of management,
supervisiun, and conventional library duties. It seems evident that if research,
writing and teaching are to be done, that some of the other demands of the pro-
fessionals must be subordinated to gome degree.

A factor which presents resl difficulties in implementing research programs,
as well as in pursuing advanced educaticn , is the geographical location of Purdue -
sister institutions with the required facilities are a hundred miles or more distant.
Another factor is the regulation regarding pursuing an advanced degree stated in the
Faculty Handbook ~ such an effort is strictly taboo. This precludes a very desirable
activity - cooperation between the Libraries/AVC and appropriate University depart-
ments (Industrial Management, Industrial Engineering, Education, etc., etc.} whereby
a cendidate could both pursue an advanced degree and do research on problems of
interest o the Libraries/AVC. This situation has the further deleterious effect.
of shutting off a potentially valuable source of funding, since the funding base
for discipline-oriented research is broader than that aveilable for in-house library
research.

Sabbaticais _

To the extent that barriers or impediments to in-house research and study exist,
it seems desirable to pursue these activities by means of Sabbatical leaves. There
are certain problems involved here, also. One such problem is the attitude of
present staff, or & substantial perticn of the present staff, that Sabbatical leaves
in the past heve not resulted in benefits to the Purdue Libraries/AVC, since the
reciplents of these leaves have been known to leave for greener pagtarzs., Perhaps we
should adopt the typlcal view of .teaching faculty that these leaves are not specifically
intended for the immediate benefit of the granting organization, but rather are an
essential ingredient in the academiciana' career plan which benefits the profession as a
whole rather than a particular institution. It further seems apparent that an or-
ganized and or-going program of Sabbatical leaves would enhance job satisfaction
ever, on the part of professionals who are not participating - the possiblity of a
reward of this sort would seem to be an important inducement to redirect the
thinking of cur more junior professional staff toward research and advenced study.
The DBtoudy Teem hereby poes on record as approving both the principle and the prac-
tice &f Sabbatical leaves as an essential element in the overall staff development
program for professional staff.

ng to the research problem is the problem of contiruing the researcher's

There

rnormal activite: 1 ot maadicmeri durin, the pericd the reseurch iz dene.
are several examples to support the contention that this is more feasible, say, in
department, library positions than in general library positions. 1If it is indeed a
policy on the part of the Library/AVC administration to encourage and prcmote
regsearch activities, a determined effort should be made to increase the flexibility
of job assignments in these areas that seem to be locked in a 40 hour per week

i QO le. One prssibility that suggestc itself is to use departmentel librarians
JERJ!: not want te do research to provide relessed time for this activity.

IToxt Provided by ERI
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Teachigg

The implementation of the teaching function is somewhat more difficult. It has
been suggested that our various capebilities of subject bibliographers in our field
of expertise be epplied to as many different areas of formal instruction as possiblie-«
the drawback “o this is that most teaching professors consider that they have a
better command of the bibliography of their area than is possible for an "outsider”,
and ars, for the most part, reluctant to turn to the Libraries/AVC for formal
assistance. This statement is not meant to discount the desirability and possibility
of each professionel librarian?s role in interpreting and publicizing the resources
of the Libraries/AVC to all teaching faculty-~however, this activity .is seen ac
being at one remove from formal teaching, with consequently lower recognition as
being a part of the formal instructional effort, In sumary, the professional
librarian's most suitable role would be that of formal and informal imstruction
in the art and science of literature searching, informatioa retrieval and the like,
with appropriate courses in the literature of particular subjects being offered
in areas where this acitivity is seen as being desirable and productive.

Suzgrviaion

A particular professiconal staff altitude that struck the Task Force as being
incongruous is the attitude towerd "non-professional” duties, particularly super-
vision. Most of our professional staff are also supervisors, and they possibly
tend to regard this activity as being non-professicnal. In addition to the effect
of increasing Job dissatisfaction, this attitude, to the extent that it exists,
probably is reflected in the quality of the actual supervision that is done. We
view the supervisory component of library professionalism as not unique to the
Purdue system, but rather typical of most larger libraries of all types. It seems
to be high time that supervision, per se, is recognized as an indispenasable part
of the librarian’s professional skills and that this recognition be conveyed by the
administration to all professional librarians in the system, PFurther, our pro-
fessional staff should be encouraged and supported in the development of these
skills by formal training both at Purdue and elsewhere, in-house seminars, etc,
(See the gection of this report dealing with supervision for more detailed sugges-
tions, ) ,

In line with these general observations, the Task Force feels that when filling
administrative positions, emphasis should be placed upon administrative skills,
rather than traditional bibliographical training.

N
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RECOMMENDATIORS

The '"Recommendations - General" section immediately following represents
broad areas where specific action programs are indicated. In some cases,
these programs will involve lengthy and administratively-difficult procedures,
with no apparent immediate payoff in terms of concrete results. _ihe next
section - "Recpmmendations - Specific" contains recommendations about
specific problems ar opportunities which, in the opinion of the Study Teem,
can be addressed immediately.

Underlying sevedal of the "Reccmmendations - General" is the general
consensus on the par{ of the Btwdy Teem that the Libraries/AVC should begin
an immediate movement toward & management style based on the applicable
findings from behavioural research, especially as these findings have been
modified and implemented in the field of managerial science and technigues.

e reason thet no specific recommendation in this area is made is that the
8tudy Tesm does not feel that it has the competence or expertise to prescribe
a particular model of a system that will best satisfy the somewhat unique
needs of a large dcademic librery, and further, that the system to be
devised should be implemented only after very careful deliberation on the
part of the administration and after they hewe availed themselves of the best
information which it is possible to obtain. We refer the reader to the
section on "Supervision" and especially to the sub-section on "Participative
Manegement” as being examples of two elements that are typically found in
modern management systems but caution the reader that these do not by any
means constitute the entire system.
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GERERAL RECOMMENDATIONS

The Study Tesm mekes the followling general recommendaticns concerning staff
development,

9, The Libraries/AVC should begin an iimediste movement toward & management
atyle based on the applicable findings from behavioral research,

10. There should be a greater consciousness in rtcruitment of the desirability
of building up a wide range of expertise (e.g., SDI, user surveys, historical
bibliography, interview technigues, citation analysis, specialist literature
of any kind) as well as subject backgrounds. This would increase the collac-
tive competence of the Libraries/AVC staff. Greater familiarity with and
exploitation of such specialist knowledge should be developed immediately.

13. A new classification of employment, between clerical/service and professional \\
in terms of salary, benefits and responsibilities should be established. This
nev clessificetion would consist of several strata of "para-professionals®™ who ,f
perform highly skilled, technical and/or uni-prorusiona.l functions and should
include the OAA and TAA classifications,

27. Committee for Staff Concerns
(a) There 1s 2 need for a staff concerns committee to examine matters of
supervision, personnel policies, staff development, and working con-
~ ditions,
(b) The Study Team would see the committee &s reporting to the Director
and also acting in an advisory capacity in personnel matters.
2c; This committee should be broadly based.
It is suggested that we start with an elected interim ccomittee with
two functions:
1. Devise a suitable permanent committee(a) based in part upon the
findings of the study.
2. Handle such urgent assigmments as are referred to it.

38, Libraries/AVC staff shotld be trained in setting performance goals. Written
statements of such goals are recommended as well as the evaluation of staff

in the achievement of these goals.

28, Problem-oriented and discussion-type meetings involving all levels of staff
should be instituted to deal with the variety of communications and under=

stending problems turned up by this study.

61. A program to incrase the knowledge of all functions and departments of the
Libraries/AVC among all staff should be designed and implemented.

&, During the study there has been considersble evidence of inadequate knowledge
of policies relating to salaries, benefits and personnel policies. It is recom-
mended that a high priority be given tp the better communication of these matters
and to the more effective remedying of misconeeptions. In particular, an :
employee handbook should be developed to include information on:

=-Libraries/AVC table of organization;

~<Library administration;

~=Library units and their functions;

~-Wages and benefits including grievance procedures;
==Procedure for enrolling in classes;
--Explanation of service credit, ' ,
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The Libraries/AVC should move towards s policy of meking personnel files
availsble to individuals concerned,

A more effective system for grievances or complaints should be eataﬁlished.

Greater attention should be given to stafr development, both by encouraging

gself-improvement and by providing assistance as appropriate., Not only does

the Libraries/AVC employ over 200 staff, but these staff depends very directly’

on the skilles and effectiveness of our sta.fi’ A staff development function

ghould be defined and responsibility assigned, with a specific charge to:

8, expand the development of the individual ataff member through increased
awareness and utilization of available programs and benefits, and

b, preparing and administering new programs in on-the-job training.

'l‘ra.ining programs in the area of Inman relations should be started to improve
our skills, particularly those staff show duties dbring them into direct con-
test with the clientele of the Libraries/AvC.

The possibility of scholarships and/or released time with pay for clerical
and service staff to gain additional formal qualificetions in job-related
arees should be explored,

A work-study progrem in library science for clerical and service staff should
be instituted,

The opportunities for taking courses, which we regard asz a part of the benefit
package attendant to employment at Purdue, should be extended to all staff on
an equal basis and, further, even be encouraged by the introduction on of more
flexibility in Job asaigmments, establish of a clerical pool to cover desks
during incumbent's absence for this ‘purpose, etc.

The Study Team draws attention to the problems of finding the spportunity
"to conduct research, to write, or to attend contimiing education seminars®
when there is a heavy pressure of profesaional duties (including adminis-
trative duties), and that some aspects of faculty status, namely criteria
for promotiocns and tenure, meke this problem more critical. A deliberate
effort should be made to relesse professional steff, particularly ir the
lower ranks, from structured schedules so that research can be pursued.

Sabbatical leaves for the purpose of study and research should be encouraged
and promoted among interested professional staff,

The Study Tesz identified the quality of supervision as a matter of major
importance. We recommend ‘that the design and implementation of suitable
programs for the various .gkoups of staff be given a high priority and fur-
ther that these programs bé tailored to specific Librariea/AVC needs,” After
the initial pilot stages are completed, successful completion of the appro-
priate course should be expected of all staff, both professional and clerical,
who have any supervisory dutlies whatsoever.
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106 The Libraries/AVC should institute a more formal program of orientstion,
information and job-related education., There are two facets of this recom-
mendatidn:

a, the establisiment of an Office of Orientation and Education, and

b. the establishement of a contimuing program of education and training

in supervisory skills tailored to the needs of the Libraries/AvVC.
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SPECIFIC RECOMMERDATIONS

The Study Tesm makes the following specific recommendations,

14, Statements were made relating to the desirability of backup perscnnel, both
for covering desks when regular incumbents are absent due to illness or vae
cations, and covering positions when an incumbent is pursuing educational
benefits., It would seem highly desirable either to establish & "labor pool",
or to increase the flexibility of assigmnents to the point where these needs
can be gerved. Flexible assigmments would also have the desirable effect of
improving inter-departmental communication,

15, Several groups noted that they are frequently askad to do work which they
regard as work more suitably performed by groups outside of the Libraries/AVC
(particularly, Physical Plant for moving furniture and other physical lsbor
including jaritorial tasks), The administrative procedures necessary to
obtain help frop Physical Plant should be refined to make this more practical,
and all supervisors should be apprised of this,

57. Supervisors should makeevery attempt to keep rules uniform; when this is
impossible or impractical, exceptions should be made in such a manner that
1t does not make the supqi'visee "loae face."

96, A general deficiency irn the machinery for upward mobility was moted. The Study
Team recomnends that the pessibility of hiring most new personnel at a low
level (Clerk 2, for instance), with the higher level positions to be filled
by promotion from the ranks, be considered.

#t
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CHAPTER IX

LEADERSHIP AND SUPERVISION

AN

This chapter 1s based on the report of the Task Force on Léadershii

and Supervision, Membership of the Task Force was H., Kuntz, J, Pinzelik,
C. Btafford, Chnirperlon,aand M. Zurawski.

This reviev of Libraries/AVC mansgement in the supervision and

leadership was based on six principles:

1)
2)
3)
&)
)

6)

Responsibility for leadership and supervision approaches
in the Libraries/AVC ghould be cleerly defined; '

Leadership processes used should be positive, and designed to
maintain high staff morale and effectiveness in the Libwaries/AV(;

o
Effective motivational forces should be used by supervigors
through the Libraries/AVC; .

Decision making throughout the Libraries/AVC should be effective
and lead to prompt action;

Staffing patterns should assure that affective supervision
and leadership are provided to critical Libraries/AVC programs;

Leade¢ship and supervision should be effective in conveying purpose
throughout the system and in mobilizing resources constructively.

Following is a discussion of the presemt situstion.
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The first principle to consider is that the responsibility for leadership
and supervision approaches in the Libraries/AVC should be clearly sssigned., Our
findings indicate thatsthere are responsible and dedicated leaders and supervi-
sers in the Libraries/AvC. However, there are varying degrees of leadership
and competency of supervision, This is in a large part due to the general leck
of preparation of the professional staff as supervisors., This problem of lack
of training is intensified by the uncertainty of the individual supervisor's
responsibilities arnd his/her place in the chain of command. This is especially
evident in the middle supervisory level.

Permeating the two above-mentioned problems is the clogged, intermittent
and faulty lines of communication which prevent fast dispersal of information.
In addition, there is a general lack of any formil method of checking the
effectiveness of the communications channels. If the above conditions are not
remedied, the only outcome will be an increasingly sluggish bureaucracy that
fails to provide the information needs of the University.

The second principle is that the leadership processes used should be
positive and designed to maintain high staff morale and effectiveness in the
Libraries/AVC. A reasonable degree of trust and confiderce exists between the.
staff toward their supervisors and vice versa, However, the staff does not
believe that this trust is wholeheartedly returned. Thus, one can perceive the
beginning of distrust toward the supervisors. This is additionally evident by
the fact that an appreciable minority t'elt that their supervisor was not a
~ leader, This should be viewed as especially serious in those units where non-
supervisors are viewed as leaders and supervisor 1is not.

The problem with the supervisor not being trusted is that he/she will have
extreme difficulty in getting his/her staff to initiate the communications neces-
sary for producing the information needed to allocate the unit's resources and pro-
vide the requested services. If the supervisor is not viewed as a leader, new
methcds of accomplishing the requested services will be difficult to implement.
Another problem with the supervisor not being viewed as a leader is that in dif-
ficult and high stress conditions, & strong leader can often meintain a high
staff morale to help surmount the difficulties. A supervisor vho is viewed &5 &
non-leader might compound his/her problems and difficulties in trying to over-
come the bad conditions.

In examinir the third principle that effective motivational forces should be
used by supervisors throughout the Libraries/AVC, the Task Force found from the in-
formation obtained from the questionnaire that effective motivational forces are
used modersately in the management of the Libraries/hvc. The evaluation of a ques-
tionnaire is especially difficult when dealing with abstract concepts such as moti-
vation, goals leadership, and staff attitudes. (Unfortunately, the interpreter's
view is always present in any evaluation.) Several of the criteria used to deter-
mine motivetional forces fell short of the acceptable range. Therefore, the Task
Force believes that this was a reflection of a moderate usage of positive motiva-
tional forces, '

The Tesk Force's interpretation of three key motivational fac¢tors--possibility
e for advencement, variety, and pay--appears to be negative in tone. A substantial
number of the Libraries/AVC staff feel that their possibility for advancement 1s
O verly limited, if not, in fact, non-existent. A considerable number of staff
[ERJf:e bored because of a lack of variety in their jobs. Feelings about pay were

TEEnerally less negative but there is substantial discontent noticeable.
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The Task Force’s present rather pessimistic feelinge concerning the Librariea/AVC'e
use of effective motivational forces are reinforced by conments’ added to the ques-
tionnaire by the staff. The comments, varying in length from & woérd to several
paragrephs, are difficult to enumerate and interpret in a few words. A few para-
phrased and- edited examples may convey the tone of them - lack of effective ‘
grievance procedures, very negative comments about the job audit, necessity for
better trained supervisors. Thus, “appears that at the present, Libraries/AVC

. does have some potentially serious menagerial problems. However, one facto¥ must
be stressed here, This factor is the reservoir of potential good will of the
Libreries/AVC staff toward the organization. We feel that if the Librariés/AVC.
moves quickly to begin the process of correcting the various situations and condi-
tions which partend serious maragerial problems, this latent reservoir of good
will can be drawn on as & source of energy in accomplishing the repair and
renovation and this reservoir ¢an also act as a basis from which to launch a
renewed drive towards increasing the quality -and quantity ef the services
offered by the Libraries/AVC.

- The fourth principle is decision meking throughout the Libraries/AVC should
be effective and lead to prompt action. When we reviewed this, we discovered that
the "Chain of Command" upward is clearly defined, but some deficiencies exist in
the opposite. and linear directions with resultant faulty communication. Some
respondents felt that a lack of feeling of unity and cooperation amohg the staff
contributes to thigs but that there has been a degree of improvement within the
last year. A fe respondents. voiced the opinion that & lack of feedback from the
NC top administrative levels on suggestions made by faculty resulted in poor morale
in the professicnal staff. This may point out that "prompt action" in decision
making i8 not currently conspicuous. Generally, all staff members shculd be made
to feel that their suggestions are appreciated and at least to be considered;
recognition for input, in the form of suggestions, is often self-motivating to
the staff. A follow-up consultation or explanation of the decision should be
congidered essential by supervisors and necessary to furthering open communicetions.

Decisions regarding unit procedures is a sensitive area. Not enough innova-
tion is allowed in routine procedures. There was aiso a great deal of feeling ~
expressed that the person performing a specific task be allowed to make decisions
relating to the mechanics of the task performances; he/she 183 often the most
relisble source of information regarding aspects of the task which are not always
obvious to a supervisor. Flexibility in the performance of routine tasks can and
often does lead to more efficient operations.

The Task Force found a gecneral feeling of lack of team-work among the various
departments, units, etc., and at the same time a belief that team spirit is necessary
for maximum efficiency. The Libraries/AVC needs & staff that is working toward &
common goal, and knows and understands‘'that each person, each department and section
can uchieve that goal best by cooperation. Along with this, the individual must be
made to feel that his/her effort is necessary and appreciated. Supervisors can and
must foster self-esteem among the staff, which should, in turn, foster individual
motivation and improve cooperativeness. A true feeling of team-work can be achieved
only when each individual's part 1s evident in the plan, and each individual believes
that he/she is a vital part, reccgnized for his/her efforts.
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when the Taszk Force reviewed the fif'th principle that stsffing pstteras should
assure that effective supervision and leadership are provided to critical Librardes/
AVC programs, staffing patterns among the profesaional and supervisory employees
were found to be favorable, with the possible exception that a mejJority of
supervisors felt they needed more knowledge of managsment techniques. The Task
Force felt that the support staff as well could benefit by expanded understand~
ing of mansgement expectations in general, for the good of the overall system.
Generally spesking, &ll personnel, and supervisors in particular, would benefit
from an expanded training program., All supervisory positions ahould require the
completion of a management course on the part of the epplicant or current

position-holder, Many superviesors were found to be well-intentioned but felt
unknowledgeable about management bdrchniques,

Staffing patterns of non-supervisory support personnel seem much more
unsatisfactory. A high turn-over rate is viewsad by suporvisors as a threat
to efficiency; while the szme high turn-over jobs are viewed by suppor staff es
unchallenging and lacking in variety, responsibility and possibility for
rdvancement. Some fcr= of recognition for merit iz badly needed in the sysiam.
Positions within areas sometimes vary little in job level, which creates a
iack of potential reward for added training or efforts. Individual super-
visors have little or no authority in granting rewards for their staff, i.e.,
pay, promotion, etc., whereas, those who have authority do not know of out-
standing individual efforts, In order to humenize the system, we must let
the individjual know that those he/shes works with every day recognize
his/her talents and efforts to do s better Job.

The support staff feels they should receive a more encompassing training
program given in thc same form a8 the present orientation course: & description
of the Lidraries/AVC syctem wnd its parts, how to telk on the phone and with pat:ons
and faculiy, ~hat Livraries/AVC management expects from them in the performance of
their duties, etc, This idea of an expanded central training program was also
suggested by some superviscors as & method of cutting down on time spent by them for
training and as a method of promoting an additional feeling of belonging to the
whole organization. '

When the Task Force considered the sixth principle that leadership and super-
vision should be effective in conveying purpose throughout the system and in mobil~
izing svaileble resources constructively, they found that at present it aeems that
the supervisory energies are mainly focused on completing the Libraries/AVC activ-
ities and very little energy is going into the satisfaction of the needs of the
staff, This in part would seem to arrount for some of the morals problems evident
in the Libraries/AVC. One of the main reasons little emphasis is placed on staff
need satisfaction 1s that the administrative staff lacks supervisory tralning on how




E

000149

to go about fulfilling staff-needs or even how te determine staff-needs. It
should, though, be siressed that the major component of a staff member's pro-
ductivity should be the accomplistment of the Libraries/AVC activities. There
is, however, strong indications of the need of insuring that a person’s jcb is
not entirely confined to routine tasks. This does not mean that routine tasks
would be eliminated, but it does mean thet non-routine tasks should he parceled
cut to all staff members.

A second facet of this principle is that sucgess of supervision is measured
and rewarded on the basis of the opportunities provided for staff growth along with
achievement cf the Libraries/AVC goals. Unfortunately, the Libraries/AVC is lacking
formaliy recorded gosls on which tc measure the performance of the varicus units.
This lack of formally stated grvals for various units creates a lack of guldence as
well as not giving a clear means of attempting to measure the performance of the
units. However, if the supervisor were rewarded for his/her unit meeting or sur-
passing the unit's goals, and these goals were only concerned with performance and
did not include the concept of personal development of each individusl staff member
in the unit (the supervisor included), there exists the potential of future labor-
mansgement trouble. In addition, trouble would also be certain if the supervisor
were the only one rewarded for the unit meeting or surpassing its goals, This
trouble would teke tne form of a low motivated, insecure and unproductive staff,

If there is a lack of the above-listed qualities in any staff member, this lack
detracte from the overall ability of the Libraries/AVC to fulfill both quantity
— and quality of the services demanded of and supplied by the Libraries/AVC.

Another consideration ~f this nrinciple is that the supervisor's primary task
is mediating the conflict between organizational goale and individual needs and
desires. At the present time, this is not being done in the Libraries/AVC in aay
organized fashion. This is due to three major reasons. The first 1l"the lack of
formal goals; the second is the lack of time on the part of the SLpervisors, and
the third is the lack of training of the supervisgsors on how to identify an indi-
vidual staff member's needs and desires and how to relate these needs and desires
to the organizational goals.

RECOMMERDATIONC

1. Our first recommendation is that the Libraries/AVC should mnve to hsve its
orgenization structure along mocse funciionel lines. This would require the
movemsnt of non-homogeneous services (internal or external), which are under the
responsibility of one unit, to other unite which have the responsibility for the
services which are homogeneous with their own services, This would allow and
require supervisors to concentrate their expertise in very related areas and limit
the duplication of energies and responsaibilities.

There are twen dividends to the Librari=s/AVC for having a functionsl organi-
zation. The first is that the respongibility of homogeneous services will rezside
in one unit and decisions about these services can be made that will maintain the
uniformity of the =ervices, as well as reduce the number of people consulted to
make “he decision#. The second dividend is that when another unit needs a service,
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the supervisor of the unit will kneow whszre to go for the service his/her unit
needs and will not require the duplication ot the service.

~ A second aspaect of this functicnal corgarization is that the job description

should conform to the reguirements that the supervisor places on the people filling
" the position as well &3 the requirements really necessary to do the work. There
doea seem to be some discrevancies at present, in particular in regard to the
level of education requested for gsome jobs. This type of discrepancy as well as
others create morale problems which very definitely cause prcblems for supervisors
in being able to ghsure that the services are provided. 7This morale problem arises
because of two reasons. The first reason is that due to the fallure to get the
job levei up to the proper pay level, the people in the position feel they are
victims of aiscriminaticn. The second reason is that unspecified requirements or
requirements unnecessarily high will block good people who do nct have the requested
levels of regquirements for one reason or the other. This will prevent the afore-
mentiocned people from being adble to advance to higher paying positions. This will
create frustration, hard teelings and jealousy which generate tension znd destroy
the unit's ability to provide its services.

A. Our second recommendation is that the Libraries/AVC proceed to write and con-
timuocusly review the Libraries/AVC's policles e&nd procedures necessary for providing
the services of the Libraries/AVC. There are four reascns for this recommendation.
The first 18 that it would provide the necessary information for the supervisors

to develop their training routines for their employees, The second reason 'is that
supervisors would have & public definition as .o what and how the Bervices of their
units were to be performed. This would allow the supervisee to have some method of
requesting further definition as tc what was required of him/her in regard to various
aspects of his/her work. The third reason is that it would provide a continuity

of operation within the unit as well nt across units. Procedures and policies

will be defined and open for discussicr and review as to whether the overall
Librariés/AVC system is providing the services needed and/or requested by the users
of tne Libraries/AVC. The fourth reascn is that the pclicies and procedures are:
some of the more importent basic information needed by the Libraries/AVC to begin

to assesy and measure the quality and guantity cof the services provided by the
Libraries/AVC.

3., Our third recommendation is that the Libraries/AVC should institute a
program of orientation, informetion and job-related edutation for the entire
library staff. The mein thiust of this program would be to provide orientation,
information and specialized instruction for new staff members and continuing edu-
cation and profesgional enrichment for all staff members. This education could
take the form of personalized instruction, informal discussion groups, formal
workshops, seminars, lechures and short courses. The resource peopls lor the
above-mentioned educational programs could come from the library staff, other
university staff and outside speakers and lecturers--finances permitting. Perhaps
one point should be stressed and this point is that the crientation, information
and educetion should not only be for guiding the individual to operate as an optimal
member of the Libraries/AVC staff, but also to cmerate as a member of the Univer-
sity staff.

One area of great importance is the education of the mansgement staff in
effecctive supervisory techniques. The development of suitable courses designed
te improve the quality of supervision is seen as a matter of major importence.
Completion of an appropriate course should be expected of all). supervisors.

ERIC

IToxt Provided by ERI
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2 second area ol equal importance is the orientation and job-related education
of ataff pecple in new positions and of the entire 3taff on policies and procedures.
This area is of guch prime importance that we feel & new position should be created,
This position is that of Orientation and Education.Officer who would report to the-
Persgonnel COffice. The responsibilities of this position would be to determine what
the needs of the Libraries/AVC are in regard to orientation and education of its
staff, formulation of an overall plan to fulfill these needs, and with the aid and
cooperation of the eupervisors of various units produce the necessary programs to
fulfill the orlentation and educational needs of the staff of the Libraries/AVC.

We feel there i8 cne important consideration in regerd to how much and to whom
this educatiocr. is given. This consideration is that of the length of time the
employee 13 here or is expected to remain within the system. We are of the opinion
that the quantity and complexity of the educaticn should be related to the above-
mentioned consideratic:..

b, In order to facilitate communication of the Libraries/AVC goals, and to

provide & method of assessing how the Libraries/AVC staff is meeting these goals, we
recommend an evaluation of each staff member at least annually. This evaluation
ghould take the form of a development review of all professional, administrative,
and sgupport staff performances. One facet we feel is especially important to assess
18 the develcpment of managerial ability of supervisors on all levels. Methods (
should be developed so that the supervisee can have the opportunity to provide [
imput on the supervisor's managerial methods at this time. We feel that this
recommendation will pramote communication and participation in management through-

out the Libraries/AVC system but will be of particular value in units with wide !
areas of responsibliity and large staffs. ~

5. In generel, the clerical/service staff feels it has little opportunity for !
loput into the sysism for the various reasons given previously. In this regard
we suggest the creation of e Committee for Staff Concerns. The main responsi-
bilities of this group shall be the surveying, the discussing and the report~
ing of recomaendations to the Director in matters of supervision, personnel
policies, staff development and working conditions. A long-range goal of the
Committee would be the establishment of a network of cooperation among all
staff members and an increased mwareness of clerical/service motivational
factors on the part of the Libraries/AVC administrative and supervisory
personnel,

6. 1In order to aid recommendation number 3, it is recommended that there be
established a labor pool which coald be used to back up the various units when
some person was sick or attending training, This would require the formulation
of priorities so as tc determine which unit and condition had first draw on this
pool. It is felt that this pool would lemsen the effect of the interrupted
service during orientation, education, maternity leave, or oiHer temporary
sbsences, However, it is recognized that thers are seversl practical problems
involved in implementing this.
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RECOMMENDATIONS

The Study Team identifie# the quaelity of supervizion as a matter of major

importance and makes the following recommendations.

3.

53.

106,

101,

1k,

The Libraries/AVC should structure its organization along more functional
lines. A study should be made to determine priorities and locations where
regrouping of related and/or similar functions can be achieved, including
the Audio-Visual Center,

There should be a progrem for preparing, discussing, recording, distributing,
publicizing, and reviewing policies., The policiea should be reviewed on an
annmual basis to ensure that they reflect the range and type of services the
Libraries/AVC should be providing.

The Libraries/AVC should institute a more formal program of orientation, infore

mation and job-related education. There are two facets of this recommendation:

a., the establishment of an Office of Orientation and Education, and

b. the establisiment of & continuing program of education and training in
supervisory skills tailored to the needs of the Libraries/AvC.

There should be a development review made anmually of all individual perform-
ances including manasgerisl abilities.

Comnlitte=e on 8taff Concerns

(&) There is a need for a staff concerns conmittee to examine matters of
supervision, personnel policies, staff development, and working con-
ditions.

{(b) The Study Tesm would see the committee as reporting to the Director
and also acting in an advisory capacity in personnel matters,

(¢) This committee should be broadly based.

(d) Tt is suggested that we start with an elected interim committee with
two functions:
1. Devise a suitable permanent committee(s) based in part upon the

findings of the study.

2, Handle such urgent assigments as are reterred to it.

Statements were made relating to the desirsbility of backup personnel, both
for covering desk when regular incumbents are absent due to illnesz or vaca-
tions, and covering positions when an incumbent is pursuing educational ben
fits. Tt would seem highly desirsble either to establish.a "labor pool", oi
to incrase the flexibility of assigrments to the point where these needs can
be served. Flexible assigrments would also have the desirable effect of
improving inter<departmental communication.

In addition, attention is Arawn to the recommendations made in Chapter VIII:

Staff Development and Chapter X: Personnel,
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CHAPTER X

PERSONNEL

This chapter is based on the report of the Task Force on Personnel., Member-
shiip of the Task Force was J. Basske, Chalrperson, M. Gibbs, H., Graf, R. Long and
M. Rudy., In addition to reviewing the appropriatc section of the Study Manual
ana examining other matérials, the Tesk Force interviewed Ms. K. M. Markee,
Personnel Librarian,,and J. Gantz, M. Drayer and B, Buche of the University
Peracnnel Administr&tion.

In addition five sets of data were supplied by the University Personnel
Administration concerning the composition and remuneration of different levels
ef clerical and service staff, Numerous other date were acquired from a variety
of other scurces including & questionnaire concerning steff characteristics.
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PERSONNEL ADMINISTRATICN

"Good personnel administration help: individuals to utilize their capacities to
the full and to attain not only meximum individual satisfaction fram their work
but also satisfaction as part of o work group.”l The personnel administrator should
perform several important functions: (1) the provision of persannel procedures and
services as an sid to supervisors in getting more effective resylts with the people
in their work groups. Among these procedures and services are job descriptions,
recruitment, interviewing end testing, orientation programs, tralning programs,
vage and salary surveys and their administration, and development of employee benefit
programs.  {2) The developirent and updating of manpower plans to meet the organiza-
tion's needs. (3) The study of indicators of personnel problems -- absenteeism,
accidents, high turnover, grievances, etc. : .

Skills Needed by the Personnel Administrator

The personnel administrator must first of all have a thorough understending of
menagement téchniques. Other skills needed are "the ability to establish mutual
trust and respect, the ability tA ‘fecognize and respect individual differences
and the ability to establish and maintain a motivational environment".2

Role of Personnel Within the Organization

In most large organizations the personnel administrator serves as a staff
speclalist; that is, he offers advice, service and consultation with respect to
‘managerial functions that directly involve the linec manager (supervisor) and his
work grqup. The line managers are those who have complete responsibility for the
results echieved by the people in their unit. ’

Personnel Administration al Purdue University

The Department of Perscnnel Administration in conjunction with the Clerical
and Service Personnel Committee establishes policies and procedurgﬁmwhich are to be
applied uniformly for all clerical and service staff in all departments of the
University. The Department of Personnel Administration provides & centralized
recrulting service, provides u testing service, develops wage and salary saceles,
establishes service credit, maintcoins employee records, provides skills traihing --
typing, shorthand, etc., and establishes the employee benefit program.

The Libraries/AVC Personnel Office was established on February 1, 1962 to
provide assistance to L/AVC management. No other department on rampus has &
personnel officer; busines: representutives nkndle many non-hiring personnel activities
in the other departments. R

In addition to the duties associated with recruitment of ~lerical, service, and
student staff, the L/AVC Pursonnel Officer performs the administrative functions
invollved in recruiting professionel staff. These duties include handling correspon-
dence, placing adverti§emcnts, maintaining files of possible candidates, and
scheduling interviews.~”

1 Paul Pigors. Personnel Administration. 6th ed. McGraw-Hill, 1969. p. 30

2 0. G. Dalaba. "The dual responsibilities v mrnaging human resources’" Indiana
University Graduate School of Business. Busiress Horizoms. vol. 15, no. 6
Q ber 197 p. Lk-bs

3Cfrom Joseph M. Dagnese, Director, L/AVC, May 17, 1972.

IText Provided by ERIC
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STAFF CCNCERNS

The various areas of staff concerns are arranged in alphabetical order.
N '

Qgggunications

A communication problem was found to pervade every aspect of personnel
administration. The resulting confusion creates frustration and misconceptions on
the part of employees in dealing with university policies and procedures, many of
which are quite clearly spelled out. This communicetion gap begins with top manage-
ment and seeps down to the iowest level of ormanization.

In our interviews with the Library Personnel Officer and the Univeérsity
Personnel Administration we Jound discrepancies regarding the interpretdtion and
implementation of personnel practices. For example each office assuries that the
other insures correct beginning service credit. However, to insure correct service
credit Personnel Administration must know what job the applicant is filling and
whether, if in the opinion of the supervisor and L/AVC Personnel ‘the applicant's
experience has received the credit it deserves. The Task Force believes that a cloder
vorking relationship between the Library Personnel Officer and University Personnel
Adminietrttion would benefit L/AVC employees by eliminating confusion snd miscon-
ceptions oncerning policies and procedures, and by eradicating the proverbial

"run-around”. Periodic meetings are one means of moving in this direction. Through
the exchange of ideas, the eiring of library personnel problems and the reviewing

of the latest davelapments in the personnel field, both offices can function more
consistently and completely.

Because of the volume of employees referred by the L/AVC personnel, the office

_ has relied on supervisors to answer many employee questions. Although this is an
accepted means of handling the situation, supervisors are not prepared for the role
of intermediary, end often are not even aware of this duty which they are expected
to perform. In many cases the supervisor receives the same memo as staff, and is
expected to clarify and interpret policies without the prqper background or added
explanation. Consequently employees do not receive ccnsistent information concern-
ing policies and procedures. As & result the employee is often uninformed or even
misled concerning 11b;ary policies and benefits. .

The 8tudy Tesm urges the development of a manuel for supervisors. This manual
should include information on techniques of interviewing, an explanation of employee
Benefit programs, wage and salary administration, termination procedures and any
other information which would help the supervisor in day-to-day relationships with
staff. The sypervisor's responsibilities to the new employee should be detailed.
For example many supervisors are unaware of what information is given to the new
employee by L/AVC Personnel and whet needs to be explained by the supervisor.

Policy sources should be referenced and the manual up-dated yearly. References
such as the Business Procedures Manual should be placed where employees have eaay
access to them.

On the first &ay of work, each new cmployee 18 given the booklet, You and
Purdue. Because thls handbook is intended for all Purdue University clerical and
gservice staff, it deals mainly with general university policies and doesn't provide
speclific L/A?C information. Consequently the policies are vague, paraphrased and
unreferenced| thus providing the employee little opportunity to interpret policies
according to the individual situation.

To further insure that each employee receives consistent answers to questions
oncerning L/AVC policies and benefits as well as to save valuable time on the part
[:R\!:f both the Personnel Officer and the employee's supervisor, the Stwly Tesm recommends

wll Toxt Provided by ERIC
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that & handbook be designed to meet the needs of L/Ave employees. This handbook 0001 56
should include information regarding the L/AVC table of organization, library offices,

units and their functions, wages, benelits, the grievance procedure, and the sources

of the above infgrfation.

~—omrF-a@dition each staff member «{ the L/AVC should be glven a current directory
of staff members which should include each staff member, his or her position,
department and phone number. The Task Force feels that such a directory would facili-
tate comhunication between departments by aiding staff members in learning whem to
contact for unusual problems or questions.

Furthermore the Task Force proposes the establishment of a committee to examine
areas sultable for a staff lounge which would be available to all levels of staff and
easily accessible to the mejority of members. A staff lounge would be an ideal place
to post personnel policies, announcements and unfilled positions of interest to both
support and professional staff. Although pertinent policies and vacancies are
currently posted in the L/AVC Personnel Office, it 18 felt that the size cf the office
limits the available bulletin board space and the geographic placement prevents
many employees from keeping up with the latest postings. Until a lounge has been
located, it is suggested that the order unit serve as a temporary location for the
posting of professional vacancies since most professionals have business there.

A bulletin board in the first floor circulation workroom could cerve a similar
parpose for swppert sAefT, (?: Sinoe the vepsrs of $ha Tusk Peree, prefessional
vaosncio® heve Been posed in the Order Unit and university support staff vacancies

posted in seven locations.) -

—_——

Access to Peréonncl Files

It 18 the unwritten policy of University Personnel Administration not to release
employee files which contain a history of employment and wage record to enyone
without & court order. On the other hand much of thig information has been put

— on the computer and is avallable in condensed form to the individual who requests

it in writing. 4

It was the opinion of the Task Porce that continued confidentiality of Libraries/AvC
personnel files serve no purposs and that open files would encoursge objective, falr
and constructive evaluations and recommendations of professionel and non-professional
staff, The Task Force also believed that open files would allow individuals an
opportunity to respond to evidence submitted to their files.

Therefore the Personnel Task Force feccmmended that the Personnel OFTice
make available to individuals of the professional and non-professional staff their ]

file during regular business hours. To ease the transition from secrecy to non-
secrecy and to reassure those who submitted information in confidence, the Task
Force further reccamended;

(a) The creation of an appointment file for each staff member to
include letters of recommendationj transcripts and other
confidential records utilized for the purpose of evaluation
for appointment. Access to this file would be limited to the
appropriate persons involved in' the selection process. After
appointment this file would be limited to the library adminis-
traticn and the personnel librarian.

(b) The creation of a personnel file for each staff member to
contain documents submitted to the file after initial appoint-
ment. Access to the personnel file shall be limited to the
individual staff member, library administration, the Personnel 4

Dugan, FPersonnel Administration
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Librarian, promotlions and tenure committees and the appropriate super-
visors. Upon the written permission of the staff member, the file mgy
be released to another party or parties.

(c) That letters of reference, solicited or unsolicited, received after
July 1, 1973 be regarded as non-confidential.

It was the intent of thege recommendations that after a period of time, for
example, one year, these files be combined into a single file availleble to the
individual concerned, library adminlstration, the Perscnnel Librarien, promotlons
and tenure committees and appropriate supervisors.

The Study Team, reviewing these recommendations in the light of subsequent
discussions, makes the following recommendation: +that the Libraries/AVC should
move toward a policy of making personnel files available to individusls concerned.

SGrievanceg

In case o* complaints, grievances, or questions regarding their employment, the
clerical and service staff should follow the organizational structure of the Libraries/
AVC in seeking solutions. However, 1t is recognized that because of particular
circumstances or because of the nature of the problem itself, staff members may
be unable or unwilling to approach superiors for answers or solutions. Also, super-
visors, department heads, and administrators mey not provide answers that are v
deemed satisfacotyr. In such instances, the University Complaint and Grievance Procedure
is available, but it is a complicated and cumbersome alternative. Furthermore,
it 1s felt that the clerical and service staff of the Libraries/AVC lacks access
to and communication with the Library Administretion regerding the formation of
library policles and procedures.

Therefore, the Study Team r¢.commends that Compmittee for Siaff Concerns be
established. There is no doubt that there is a need for such a committee to examine

matters of supervision, personnel policles, staff development, and working conditions.
The Study Team recommends that the committee report to the Director and also act in
an advisory capacity in personnel matters. The committee should be broadly based
and it is suggested that a start be made with an elected interim commitice with two
functions:

i{. Devise a suitable permanent comnittee{s) based in part upon the findings

of the study.
1i. Handle such urgent -assignments as are referred to it. i
\ %

The report of the Task Force on Pcrsonnel msde a varlety of detalled recommenda-
tions concerning the scope, composition and procedures for a Committee for Itaff
Concernes. So also did the reports of other Task Forces. Additional input was
received from individualc. One suggestion, with which the Study Team disagrees,
15 that thce committee should be exclusively composed of non-professional staff.
However, cognisance of ell lhese suggrstions should be taken in developing the
permanent committec.
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A working conditions committee for Lhe Purdue Libraries Siaff was organized
in 1991 Lo acl =g & medis’or between atni'f members with grievances or suggestions
for lmprovements of conditi-na and the smiministratlon. In 199 the Purdue Univer-
sity Libraries Staff Asaociation beceme ‘he "n{ficial" organizatior of the ataff.
In 1961 a Constitution ves adopted which atated the purpose of FULSA as "the
promotion of prnfessicnal, social, and cooncmic wellbeing of i{ts members, the
provision of a medium for the cxpression of stgf{f opinion, the encourdgement of
understanding and cooperati~n smong various units of the Libraries, and contri-
pation to the betterment of the Purdue Urniversity Libraries.”

An attempt was made in 1971 to make PULSA more representative of and respon-
sive to the entire L/AVC staff. The stalf voted to dispense with dues, thus
opening membership to all L/AVC personnel, and to replace the rigid structure of
iead@rship with a Steering Committee made up of the chairperscn of four stending
committees (Courtesy, Nominations, Social, and Working Conditions) and two
cfficers (a Secretary eid a Treasurer).

Today the PULOA Crmstituiicn is e dead letter. It neither describes the
organization tn its present form nor as it presently attempts to function.
The ideals embodied in that document are commendable, and the organizational
form may have been valid in 1961 but PUISA is not an effective organization.

N\,

The two primary functions of PULSA have been in the Social and We{king
Conditions areas. However, the erking Conditions Committee has not beem regarded
ag useful by the staff in depertmental libraries who tend to regard theiy :
problems as internal matters and resolve or cope. with them accordingly. /Also,
the Committee, having no formal recognition witkin the administration, is inor-
dinately dependent upon the administrators' good will. The professional staff,
having faculty stetus and being well represented on the Administrative Council,

nas no need for the Committee.

The social functions of PULSA have been overambitious and undersupported.
The Committee is handicapped by the lack of & proper facility in the library,
the expense of functions heid outside the library, and the necessity that its
functionas be monetarily self-supporting. The basic problem is that staff
support for after working hours socializing does not exist.

Yor these reasons the Study Tesm suggests that PULSA be discontinued end that
the clerical and service staff of the Libraries/AVC support the recommendation for
the establishment of a Committee for Staff Coucerns. (Note; Since the Task Force
reported, & ballot of Libreries/AVC indicated general support for the discontinuance
of PULSA.)

Prasiotions

A. Support Staff
Because rajses have tended to be small, promotions are very important. It
is the Libraries/AVC policy to promote from within., Job openi from Libraries/AVC
Personnel Office are widely circulated and staff already employed are givea &
specified amount of time to apply for a position before that posikion is opened
%o outsiders., Often, however, the individuel with experience and potentisl for
development is not moved into the higher level position. Insteed, & person
with a college degree .(a degree which may be entirely unrelated to the job) is
hired. The 3tudy Team recommends thet criteria be developed to enable the com-
t?rtson of a non-related degree to experience and specialized training. Some
[ERszlified combination 6f practical experience plus specialized training should
-\ >aquivalent to a non-related formal degree. ,

IText Provided by ERIC
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Job openings listed by the University Personnel Administration do not receive
Library-wide circulation. Although they are posted in three locations, Personnel
Office, Fiscal Office, and Circulation Workroom, many employees do not have the
opportunity to seen them before jobs are filled, Therefore, the Study Team recommends
that University vacancies receive the seme diatributton as the Libraries/AvC
»1iltingl.

[ 4

B. Professional Staff

"y

A formal promotidns policy is used to evaluete L/AVC professional staff
{or promotion to higher academic rank The policy was written to paraltel the
apecificat¢ons for promotions set forth in October 1, 1971 memorandum from the
Provost on Policy Concerning Promotiocns" . N /

Many professional staff at the instructor level are tied to a desk SChedule
_and do not have mueh cpportunity to use their time creatively to oonlnc% research,

to write, or to attend continuing education seminars A

be better utilized thereby providing the professional staff more time for .the

TheM Team xecommend}‘fhat the 1,/AVC's very capable support staff N
creative activities reqn}red for#promotion

"8
Raises

. : ’ . ) 7
A. Suppert Staff , .

The University Administration annually determines the amount of increase for
each depariment in the University. The incremse is normally on & pré&determined
percent and is allocated tased on the drllar value of poaitions which qualify for
increases in the department's budgbt. [n thHe past, the amount of incresse given to
L/AVC waes then distributed: to each area based on its salary basc; administrative
areas, processing division, :ceders division, and AVC. Raises given=in 1973/7h were
based on the amounts needed in different areas to rcise the bracket. index equitably.
The actual distribution of salgry increase funds was basgd on the deciston of %he
a551stant director concerned, in some cases with the advice of the supetfvisor in-
volved. This means” that an individual position, unit or division qpy not.necessarily
receive the exact pgrcent of increase available. The amount may.be more or less
depending on the nepds and circumstances of the situation. Some of Epe factors which
affect the increase distributed to a position, unit or division are:

1. u]erical and Service Selary pay bracket increases.

The Wage and Satary Administration for'The University reviews and
updates clericai and service steff pey scales al ieast annually.
A few of the provisions which they use to gstablish the pay -plans are:

g

recognition for job performance

.

b. recognition, for length of service

c. adequate competitive pusition in the area labor market
M d. similar pay for similar Jobs in veriols departments

e. cost of living . '

f. avallability of funds

Vacant positions in the unit.
The supervisor's decision regarding merit increases.

NN

E (i Purdue University. Department of Personnel Administration. Handbpok forbwige and
R\— SalarxAAdm¢nistrat10n for clerical and service egplox_es March 197:. p. 1l-1a: -

s I
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. It is t' : Study Team's understanding that funds for merit increases are often
limited since funds muat be used to bring employmres who would be below the new
brackets up to at least the minimm scale paid In the bracket., Nevertheless as

- wag dem#nstrated in the budgeting for Fiscal Year 1973, the Library Administration
can make additional money mwailable by reallocating resources from other Libraries/AVC
activities.

Therefore, the Study Team recomaends that:

1. Staff members should h» tcld whether e r=ise is a merit iacrease, a change
in service credit, an incresse in bracket, cor a combination.

2, The salaries of clerical and service staff should be raised in order i
bring the Bracket Index into line with the Busineéss Procedures Manual,

3. The entire concept of merit raises with respect to both the prineiple and
the mechanics deserves a thorough review, especially in connection with
the effects of' the Bracket Index, the giving of merit ralses during the
year and the use of salary savings.

B. - Professional Staff

T In past years the University has provided funds for across-the-board
raises for its faculty. Because of the budgetary constraints of fiscal 1973-Thk,
however, no across-the-board raises are to be given. The Libraries/AVC Administrative
Committee will grant raises to individuals who heve received incressed responsibilities,
have performed in an outstanding manner, or who have a salary which is much below

_ that of other Libracies/AVC prefessionsl staff.

Job Classification

Between May, 1970, and March, 1971, the mior Professional positiona wers
reclassified. Some of these became Operations or Technical Assistants, while others
became Library Assistants. It is recognized that there has been dissatisfaction
about these reclassified positions, but there is little likelihood that the “Junior
Professional positions™ will be reinstituted.in its orfiginal form. Nevertheless,
the Study Team recommends that a-new classification of employmsnt, between clerical/
service and profesaional in terms of salary, benefits and responsibilities should
be established. This new classification would consist of several strata of "peara-
professionals” who perform highly skilled, technical and/or semi-professional
functions and should include the OAA ard TAA clessifications.

Recrulément & Hiring =-- Professionak:

The Task Force's avsmination of th= recruiting process revealed several dis-
crepeacies between (a) Memo dsted May 17, 1972 "Appointment of Library/AvC Faculty”
and (b) Interview with 0,C, Dunn in April on professiomal hiring and (c) EEOC Guide-
lines e&s discussed in American Libraries NDec. 1972, "EROC Guidelines for preventing
discriminatory employment rractices."
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Although lower level job openings are advertised in professional journals as
well as thru library schools and the National Registry for Librarians, tnose for
high level administration have not been and in fact the Memo on Appts. states that the
selection committee will "decide whether and how to publicize the posi-ion". Adherence
~—to this as a nilicy would seem to be in violation of EEOC Guidelines. 'Compliance
officers have indicated that the most questionable practice (and one which is most
common in the library field) is word-of-mouth recruiting. ...listing openings at several

rary schools, the National Reglstry for rariend, and in professional journals
liv hoolas, Nati 1 Regist for Librari , 11 Tessd 1 1
w previde sufficiest exposure to minority librarians,”T

The 3tudy Team recommends that recruitment for all positions comsist of
slg advertisements in professional journels, (2) listings at library schools,
3) the use of the National Registry for Librarians, Roster of tha SRRT Task Force
on Women, and the Clearinghouse for Black Librarians. In addition, a file of
eligible minority and womer librarians should be actively maintained by Persomnel
Office, -

Agcording to the memo on the "Appointment of Library/AVC Faculty" it is the respon-
sibility of the faculty selection committee to (1) request and review credentials of
all candidates; (2) select and invite candidates for visits. In the past, the selection
cormittee has relied heavily on the Personnel Office to perform these functiors.

The hiring interview seems tc be & troublesoma area of the recruitment and hiring
process, Scme librarians have commented "the job deascription does not match the
position I took™, "I wasn't told enough about job duties during the interview". Greater

care and accuracy seems to be needed.

Staff Benefits

A. Sick Leeve )

“ "Under the present sick leave policy a person must either be unfortunate or
ungerupulous to realize this benefit. There can be no question that those who
suffer illness benefit from the policy. However, some persons blessed with good
health receive no benefit while others take advantage of the policy and their
fellow workers by using sick leave indiscriminately. Or as someone once put it,
"Sick leave is what I usc when I get sick of working."

To give Purdue employees an incentive to use sick leave for legitimate illness-
es and to reward work attendance it would seem appropriate that the University alter
the present policy to scme formula which would allow one or more of the following
to be done with unused sick leave time. 1) to convert to vacation time, 2) to
convert to personal leave, 3) to be paid upon termination or retirement.

It is recammended thit a representetive of the L/AVC Clerical and Service
Staff be found to approach the Clerical and Service Staff Advisory Committee of
the University to voice support for such a revision of the cgick leave policy and
to urge continued pressure by the CSGAC on this matter. .

The staff should be eware, however, that this matter has been the subject of
discussions between the CSSAC and University Personnel Administration. A report
on the outcome of these tamlks is found in the Jenuary 15, 1973 issue of SERCLE

{volume I, number 16).

Q
El{l(:American Libraries. December 1972,

IText Provided by ERIC
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Matsrnity Leeve Policies

“wo aspects of the revised maternity leave pclicies are of special con-
cer First, the employees who does not plen to return to work status at the
end 7 a maternity leave is not pald for her unused sick leave credits, Yet
her .o-worker who promises to return does receive psyment, whether or not she
doss in fact return, The Study Team regards this =s thoroughly unsatisfactory.
and recommends that a representative of the Libraries/AVC should approach the
Ciericel and Service Staff Advisory Committee to change the maternaity leave
policy so that sick leave credit can be included in the last pay check of a
pregnanl women emplcyse who chooses not to return to work.

Secondly, no provision is made for the new fether who may need to take
time off to care for his children while his wife is in the hospital or who
wants to take time off after the child is born to help with the newborn
infent. The Study Team recommends that a representative of the Libraries/AVC
should approach the Clerical and Service Staff Advisory Committee to promote
+he use of sick leave credits for paternity leave,

Day Care Facllities

There is a great need for improved pre-school and nursery day-care
facilities for the children of Libraries/AVC staff, with minimum charge ‘o
the parents, It 18 recormended that this should be a university wide pro-
Ject and that the Librertes/AVC, because of its large number of women employees
ghould take the initiative in urging the establishement of a university day-
care center,

8¢all Development

The Study Team recommsnds in Chapter VIII that greater attentinn should be
Ziven to staff development, both by encouraging self-improvement and by providing
assistance =s appropriate. Yot only does the Libraries/AVC employ over 200 staff,
but these staff account for most of the Libraries/AVC budget and the gquality of
our services depends very directly on the skills and effectiveness of our staff.
The Study Tesm recommends a staff development function should be defined and
responsibility assigned, with a specific charge to:

1, Expand the development of the individual staff member through increased

awareness and utilzation of available program and benafits, and
Preparing and administering new programs in on-the-job training.

Meanwhile, the Study Team reccmmends that the Libraries/AVC Personnel Ii-
nrarian work with supervisors to initiate certein staff development programs.

Specifically:

. A more flexible work day should be planned for non=-contact staff tc allow
more employees in those units to teke classes. A work day from 7:30 a.m. to
S p.m. 8 suggested.

4 gnide for staff members who would like to enroil in classes should be
seveloped, This guide should list in detsail the procedure for enrolling Iin
~lasses--who to see, what forms are needed, what discounts &re available tc
ataff members, etc. Staff members should be informed that they are permitted
trn register for regular University classes after being employed for 3 months;
sooner, 1P the course is job related. If the course iz Job related, time spent
o class need not be made up. This guide should be included in the L/AVC
smployee Handbook as well as distributed to all staff members prior to the
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' beginning of the first semester of each year.

P
3. Seminars and workshops should be held for supervisors and potential super-

visors to provide training in management and human relations techniques. Super-
visors should be encouraged to enroll in currently offered University courses on
management and personnel administration. '

L, Since Technical Assistants and Operations Assistants are already serving in
& semi-professional capacity, the Stwdy 9¢8m reccmmends that the L/AVC Adminis-
tration recognize this fact, expand the number of pnsitions in these classifica-

UUUID*

tions, and provide opportunities for further professional development.

A. Job Exchange ; ‘
Although job exchange and lateral transfer programs may be congidered a part

of

the staff development dcmain, the responsibility for the initiation and implementation
of these programs lies with the-personnel office, Because these are new concepts,
little information concerning implementztion is available for U.S. libraries. However, .

similar programs are not unccmmon in Eurcpean librarfes.

A job exchange comes about when two people'of professional or support staff with

equal job levels and similsa. pay status trade positions for a pericd of time. To
succeed, such a program must be imaginatively planned and executed with finesse,
participating staff members sghould have worked at least a year in their current

positions, and plen to remain long enough g ocmplete the exchange by returning to

The !

their former positions. The exchange should take place on a voluntary basis and support

of the supervisors involved is vital. -

The Saly Tesm feels that such an exchange program would benefit the L/AVC in
several ways. It would encourage interdepartmental communication and cooperation.

11}

feelings between departments or divisions arise which are often due to a misunderstand-
ing or ignorance of each other's policies and procedures. When this Rappens, staff
members often feel freer to discuss dissatisfaction concerning another department with

a co-worker. The exchange cmployees would be considered a member of their current
‘department yet in the light of their previous experience, able ;to discuss the problem -

from the point of view of their former department(s). Through such an exchenge staff.
members could ccme to a better understanding of the workings of otHler departments. -

Too often staff members tend to view their department as pn isolated unit,

battling the odds, rather than as an integrated part of the L/AVC, battling the odds.

. Through the concomitant learning which takes place-during the exchange of ideas in the

office as well as on breaks, staff members could gain more insight into how another
unit functions, and ultimately develop a better perspective of the D/AVC as a whole.
Through the exchange employees, the staff cnuld beccme more integrated as co-workers

from their current depaxtments meet friends from.their former departments. When

. 1nter-departmental‘probleﬁh\ﬂrise, gtaff memberé'usually feel less hesitant to call
upon acquaintences for assistance, and the acquaintances more willing to cooperate.

-

A (€ ' . .
rical and administrative positions
ERIC , P ’
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A job exchange program would give employees variety and relieve tne feéling of

bLoredcm that many feel toward their jobs. It would give employvees a greater sense
of responsibility with the increased role they will have as "goodwill ambassadors"

learning to work in a new environment with new colleagues and new goals, to the
terefit of the departments.

B. Lateral Transfers

The high number of tedious or routine iobs combined with 2 high number of over-
s often bored, dissatisfied and yearning

educated employees makes for a staff which

b

fer change. Upward mobility is limited, partially by the small number of hign level

T i

S

and partially by the now impenetrable barrier
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of the professionel degree in one direction and the apparent reluctance of administrative

personnel in a number of University departments to promote qualified clerical peoplg,'

The lateral transfer program could be used to great advantage for 'both the L/AVC and the
‘- employee by providing many of the same benefits as the jodb excpaﬂﬁe,program:

1. Foster inter-departmental cooperation and communiggﬁ&nn

2. Provide insight intc how other units function -

3.  Reinforce awarcness of the L/AV( ugs an integrnted working whole by
creating & better perspective ol how each unit coniributes to the success
of the total \

“.  Relieve boredcm for the individual employee by providing new duties
and new responaibilities.

The 8 Tbll»recommends hat the lateral transfer be encouraged as & ford of

employee mobility. This reccarmendation includes professional staff, particularly
at beginning levels. i -

Job Audit and Classification

A

Job Audit

Because job duties as well as incumbents are in a constant state of change,
each supervisor should frequently compare the job descriptions for the ngg%?ions in
the unit with the actual responsibilities and duties being performed by th
incumbents. When the duties and responsibilities are found to be different from
the description, a written requegt to audit should be made to Wage and Salary
Admintstration by the Depariment Head. ' If the supervisor does not teke the:

initiative in requesting an audit, the incumbent may ask.the supervisor to
" request one. If the supervisor refuses, the incumbent may.go to his department

head, Personnel Administration, and ultimately to a grievance committee if
necesseary. . \ ‘ " , .

The Study rnqiagh Personnel recommends that supervisors annually review
each position in their units. Thesec reviews should include ccoments and suggestions
from the incumbents. If the decision is made to request an audit, the incumbent
should understand that the job may be re-calss{fied to a higher level, a lower
level, or remain at the same glassification level as a result of the audit. Beceause
the terms used in describing Hobs appear to be an importeant factar in determining
classification, it is further reccmmended that supervisory personnel be trained
to write effective and accurate job descriptions.

Staff Evaluation

A,

QO back ba a\cgntinuous basis.

E119

Philosophy

The fundamental purpose of personnel evaluation is to improve perforagance.
The use of such appralsals for raiscs, promotions and terminations is a secondary
consideration. 1n general, evaluation should reflect the degree to which goals
developed by the subordinate either alone, as in the case of a branch librarien,

" or, jointly with the supervisor, as in the case of library clerk and supervisor,

are met. That is, evaluations should measure results not personality charac- {
teristics. Because employees want 1nd need to know where they stand, such evalua-
tions should be made or & continuous basis.’

Therefore, it is the recommendation of the Study Team that; 1)
Supervisors be trained in setting performance goals for staffs; 2) A writfen
statement of performance goals then be requested from each supervisor, 3) Super-
visors be /trained to gain facility in providing their staff with evaluative feed-

7 ' ‘

™~
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B. -The Form - Non Professional Staff .
) A formal written performance appralsal should never be a surprise tc the .
- person being evaluated. It should measure achievements rather than personality - o

'characterigtica. Desirable qualities for written performance appraisels include:

1) A relevant question briefly stated.

2) Retings. to be bagsed on Specific verifiable events.

3) Scale used for ratings must be firmly anchored in specific,
easily recognizable behavioral degcriptions -- no§~ip ambi guous
terms like "aversge.” (Some explana %%ry notes are attached to
the end of this chapter,) ' .

It was the opinion of the’ study Teem that the performance evaluation
forms developed the Personnel Office for clerical service staff meet most of . .
these requirements. However, the use of the terms "excellent", "above average",
etc.. should be supplemented in each case by behavioral descriptions

The form for OAA' s and TAA's is very good indeed. And the section "Comments—
of reviewed individual” should be included in the clerical and service_performance
review, ' . _

Ideally, the written evaluetion form is best based on the job description and
performance goals. Therefore, the Task Force recommsends that efforts
should be made to cregte "personalized" performance evaluaticn forms for each
position:cn the L/AVC staff. This should be the task of the Personnel Lfbrerian
in conjunction with individual supervisors.

N

‘C. The Form - Profe331onal Staff’

_ At presént formal written performeiice reviews for professional staff.memters . .
C N are not being made. And in fact informal evaluations are also neglected.

It 45 the opinion of the Study Teeam that formel written per!brmance
revliews on & regular basis are essential to .the development of professional
librarians. Therefore we recommend that: :

\

1) a performance review form be developed to reflect the qualltles : -
most important to the library faculty; . :
2) this form be tailored to the specific requlrements of the p051tion vl

In addition we reccmmend that professional librarians develop their own’
goals in the form of a "work load program' which describes what each librarian
expects to accomplish during a given period of time (e.g. a semester) end that
further evaluation)of these goals and their acccmplishment form integral parts
of the written perfiormance review. .

D. Oral Intervieyw

It is the rec:mmendation of the Task Force on Persnnnel fhat oral interviews
accompany written formai interviews for clerical, service and vrofessional staff.

Student Assistants

The L/AVC employs approximately 175 students per year. The student employees are
the cheapest form of labor. As a result they are usually part-time with a high turnover
and little input into the L/AVC system. Some-units such as Circulation, could not
function without 'student assistants. The Task Force reccmmends that more effort should

\. be made to keep competent student assistants by rewarding those who do remain. Such
incentives as periodic- raises and ladder levels of student positions would give students
an opportunity to advance in finaricial levels as well as in Job responsibility. Super-
vinara should be made aware of their responsibllity to request periodic reises. In

[:R\!:ition an effort should be nade to utilize students in the Educational Media Precgran

ce thelr Ynterests are already directed toward libraries and audio-visual work.

Aruitoxt provided by Eic:
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Terminatifn : )

The termination 1nterview provides the "opportunity to obtain some inklings
— about employee attitiides toword the company, and reolm: or opinicns with regard |
to specific practices, policies, working conditions, etc." Furthermore, the "check

it pr A on policien covering employment, placement, training, grievances, and
wages he p1.to Ldentify. sourcv of employce dirsatisfaction and reasons for high
turnover."

The Study Tesmm recommends:

}) That the termination intcrview as conducted by the Peraonnel officer
continue to be an intcgral part of the termination procedure.

2) That the data collected at such interviews be evaluated to 1dent1fy
sources of staff dissatisfaction witi L/AVC policies and procedures.

3) After careful 4nvestigation, the Personnel Officer recanmend changes
should they be necessary.

Weges and Salaries A

A, 8 rt Staff
« e beginning service credit is determined by Personnel Administration
betbru it is known which positions the applicants will interviev for, they may
not receive proper credit. Therefere, the Task Force on Personnel reccmmends:

1. That the Personnel Librarian be responsible for insuring proper
service credit for each new employee,

2. That an explanation of service credit be included 1n the Librariel/
AVC Ewmployee Handbook,

' 3. That employees be informed that they may questions service credit at
any time, . .

G .

Wages differ conaiderally for emplcyees of the same level with aimilar
service credit. Some of the variance can be exPlained in terms of length of
time in the position and merit raises. However, in a few cases, the starting
salaries of clerks of the same level with less than six monthd service credit
varied as much 88 fifteen cents. University policy states that "starting rates
of pay for the same or ‘simila- joos, :.fier considering Beginning Service Credit
if applicable, must be the same in“eall cmploying departments. Within an
employing departmcnt snd wiilain any given job level a new person should not
start at a higher rate than current staff members who have the same or greater
Service Credit."$® his is sipnifieant in & period such as 1972/73 in which
raises were often as low a3 2 nickel or & dime. (See Appendlx)¢

ree.

8
Tiffin, Joseph and McCormick, Ernest. Industrial Peycholqu Prentice-Hall,
Inc., Englewood Cliffs, New Jericy, p. -X36.

Business Proccedures Menual. v. 20n
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It also appears thet employees who stay for a long period are not always
rewarded for their tenure with good pay increases., However, it should be noted
that University policy states that "marginal to satisfactory job performance
shotld resml* in a wage near the bottom o€ the pay dbracket; grerege performance
near the middle; and or <“anding performance near the top".

The Task Force did not have the time to stwdy the support staff salaries
for specific dnequities. The Study Team recommends that this be done vy
qualified, unbiased persons and that the Librasries/AVC make smends for any
inequalities.

B. Administrative

The salary for an administrative position is contractual., There is no
standardized beginning salary, and no "brackets". Likewise, there are no guide-
lines concerning raises and no salary ceilings, Consequently, a TAA. or an
OAA nay start at a salary lower than upper level clerks, and may be paid lesa
than the people they supervise., Because the administrative aseistants are the
squivalent of a library para~professional, the Study Team recommends thet
beginning salary be standardized somewhepve between that of the highest clerical
level and a beginning professional librarian, and that no salary ceiling be
instituted.

C. Professional

According to the information provided by Businesas Representative of Libraries/
AVC, Purdue librarians on the aversge raceive salaries that are equivalent to other
Big 10 librariens, Yst smubstantial differences cesn be sean to exist when compared
wiih other 12 month faculty at Purdue.

Purdue University Libraries

Avcrage Snlaries by Rank

1972-1973
Libraries1 gggggge Pifference
Professor $01,793 $06,993 $5, 200
Assgoclate Professor 1,955 19, 268 2,399
Assistant Professor 15,6k 19,190 1,040
Instructor 10,0L% 10,51 568

1. All Libraries salaries orn 12 month basis.

Z. ¥rcm table three (%) AAUP Committee Z on the Economic Status of the
Profession, 1972-1973., Figures represent 11-12 month contracts.

Thege differences appear to be minimal on the instructor level. However,
it was the opinion of the Task Force that i1f llbrary instructors wers camparsd
with other academic departments where the Masters degree constitutes a terminel
degree, larger differerices would beccme apnarent.

1OHandbook for Wege & Selary Administration. Department of Personnel Administration,
Q 21,

ERIC

IToxt Provided by ERI
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Therefore, the Study Team recommends that professional salaries should
e examined and compared with other University salaries. Improvements should
be made where called for,

/

Discrimination - Service & Clerical

Much dissatisfaction has been expressed concerning the apparent discrim-
ination in the f£illing of service positions and the resulting wage discrepan-
cies. Of the 30 L/AVC service positions 4 are filled by women employeeds; .
all of these are at the level four position and at the loweat end of the
bracket. The remainipg 26 positions filled by meun range from service level
5 to 8. (See Table 1)

Women Men
Level L 5 6 7T 8 L 5 6 7 8
Libraries n .0 0 0 0 0 6 b 2 0
AV 0 0 0 0 0 0 0 11 3 1

Table 1. Staff in service positions by sex. (Data is 1972-73)

The salaries of the present male incumbents employed by L/AVC range
from $2.55 to $4.35 per hour; the lowest is equivalent to that of a Clerk
III with 3 yeara service credit. The top salary paid s L/AVC clerical
employee is $3.66 (with 15 years service credit; among the service staff,
the highest salary is $4.35 with 14 years service credit.) The highest
wage possible for & member of the clericel steff according to the 1972-73
salary scale is $4.45, The highest wage poseible for a member of the
service staff (at level 8) is gh.55-

Although the standards for job classification and wages are a result
of Univeraity policy, the administration of L/AVC has a responsibility to
encourage qualified women to apply for the better paying service positions
as well as to use any lever available to urge the University towards a
people-oriented rether than male or female oriented evaluation of Jobs,

Discrimination - Professional

This lack of balance is alsc in evidence among the professional staff.
The overall nmumbers (24 women and 22 men) and tne number of Aasistart Pro-
fesgors are fairly evenly divided. The distribution !i‘given in Table 1T,
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1972-73 1973-74 (a8 of May 1973)
Rank Women Men Women Men
Instructor 13 h 11 3
Asst. Prof. 8 8 8 8
Assoc. Prof. 1 5 3 6
Professor 2 o 2 2
2h 22 2k 22

Tebie JI. Distribmtion of professional staff by rank and sex.

Although there are more women than men, it may be noted that the ratio
of women to men is 1eaalihan the national average for academic libraries

which {s 2 women:l mam,

The majority of women librariens are in the Instructor and Assistant
Professor ranks, while the distribution of men is more evenly spread. Simi-
larly, averaged salaries for men tend to be higher than those for women of

the same renk,
Professional Experience at Purdue Total Library BExperience

Rank Women Men Women Men
Instructor 3.5 3,75 4,9 6:3
Asst. Prof. 9.5 9.1 18.5 16.3
Assoc. Prof. 15.0 9.8 30.0 16.1
Professor 16.0 17.0 22.5 18.0

Table TII, Mean nwmber of years of professional experience for professional
staff by sex. Data related to 1972-73 and exclude senior
administration.

In terms of administrative posts, all of thz senior administrators are
men: Director, Associate Director, and 3 Assistant Directors. In the Tech-
nical Services Division all five unit heads are men. In the Readers Services
Division women equal men in numbers and responsibility. In the Audio-Visual
Center three out of four professional positions are held by men.

These data s:rst that the Libraries/AVC has made little affirmative
attempt in past y 8 to recruit women for senior professionel positions. 1In
this, Purdue appears to have been typical of North Americen acedemic libraries.
Tiiis is a contentious and important topic., The statistical data is difficuit
to handle and can be said to be misleading. Nevertheless it is clear that at

l'LSchiller, Anita. Characteristics of prefessional personnel in college and
research libraries. Springfield, Ill., Illipois State Library. 1969. p.l.
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the present time there are a number of unbalances:
(a)} Minority groups are under-represented throughout;
(b) Senior posts, higher professorial ranks and service classifications
have proportionately more men than women;
(¢) Clerical and typing classifications have more women than men.

The Study Team recommends that the Libraries/AVC give high priority
to achieving a more balanced distribution in the future.

The Study Team also recommends that an examination of the status of
women in the Purdue Libreries should be mede. Any inequities should be
remedied, Also the Affirmative Action Plan of the Libraries/AVC should be
rewritten and expanded to include women. The Libraries/AVC should encourage
the University towards & more pecple-oriented rather than male or female
oriented evaluation of Jobs.
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Note on Eyaluation

Behavioral descriptions ace statements &f typlcal tehavior of individuais.

These statementis may be in ithe Icrm of a checklist or a rating ccale. In each

form the rater 1s asked to indlcate the sratements rmost descriptive of the

person being rated. Descriptive statemenis may also originate trom thes rater.

Che. kKlist
i.e.,
Employee is patien. with library users
Handles circulation procedures with confidence
Works steadily, not esasily irterrupied
_ Encourages employees to show initistive
Ratin;m Scale
Exceeds i Meets Partially Does not
Quality of Work rejuire- . require- | meets re- meet re-
) v ments of ments of ' quirements quirements
Job - Job of job of job
— . »
Accuracy . ”ﬂ—_"”““*-_"—"L~” o .
Economy of time _ _n,“l_ SR G
Neatness ‘ [ A
i R
Thoroughness : [
—_ — _
| |
| | o
Quantity of Work . | L } ﬂ—-“s
- ! 1
| J
Droductive Output ‘ i
~ /]
Q
WJ:EEE
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RECOMMENDATIONS

The Study Team makes the following recommendations with respect to personnel
matters,

Staffing

10, There should be a greater consciouaness in recruitment of the deslrability of
building up a wide range of expertise (e.g., SDI, user-surveys, historical
bibliography, interview techniques, citation analysis, specialist literature
of any kind) as well as subject backgrounds. This would increase the collec-
tive competence of the Libraries/AVC staff. Greater familiarity with and
exploitation of such rpecialist knowledge should be developed immediately.

12, Flexible working hours for nonecontact staff should be developed.

13. A new classification of employment, between clerical/service and professional
in terms of salary, benefits and responsibilities should be estsblished. This
new classification would consist of several strata of "para-professionals” who
perform highly skilled, technical and/or semi-professional functions and should
include the OAA and TAA classifications,

Committees

27. Coomittee for Staff Concerns.

(&) There is & need for a staff concerns committes to examine mstters of
supervision, personnel policies, staff development, and working con-
ditions.

(b) The Study Team would see the committee &s reporting to the Director
and alsc acting in an advisory cepacity in personnel matters,

(¢) This committee should be broadly based.

éd) It is suggested that we start with an elected interim committee with
two functions;:

1. Devise a suitable permanent committee(s) based in part upon the
findings of the study.
2, Handle such urgent asajigmments &s are referred to it.

Performance Goals

38, Libraries/AVC staff should be trained in setting perfermance goals. Written
statements of such goals are recommended as well as the evaluation of staff
in achievement of these goals.

Management Inform ticn

L7, The termination interview should continue to be an integral part of the
termination procedure. Data so collected should be evaluated to identify
trouble spots and recommendations for improvement made.
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Comuaunication

62. The Business Procedures Manual and copies of other handbooks and manuals use-
ful to employees should be placed where employees have easy access to them,
in sddition to the Personnel 0ffice and the Administrative Offices,

63, A Libraries/AVC directory should be produced which includes staff members by
neme with her/his position, department and phone number.

6%, Attention should be paid to the considersble evidence of inadequate knowledge
of policies relating to salaries, benefits and personnel pnlicies. It is
recommended that a high priority be given to the better communication of these
matters and to the more effective remedying of misconceptions. 1In particular,
an employee handbook should be developed to inciude information on:

--Libraries/AVC table of organization;

==Library administretion;-

--Library units and their functions;

--Wages and benefits including grievance procedures;
--Procedure for enrolling in classes;

--Explanation of service credit.

Personnel n

- 5. Personnel Office should be responsiblé foer ensuring proper service credit and
employees informed that they may question the service credit awarded them.

66. A closer working relationship between Personnel Administration and the
Libraries/AVC Personnel Office is needed. Regular meetings are suggested as
one method for achieving this relationship to exchange ideas, air problems,
and review leateat developments,

68. The Libraries/AVC should move towards a policy of making personnel files
available to the individusls concerned.

70. Space for a staff lounge should be found which is easily accessible to both
readers services and technical services staff,

Salaries

71. The salaries of clerical and service staff should be raised and maintained
in order that the Bracket Index be in line with the Business Procedures Manual.

72, Beginning salaries of administrative staff (OSA and TAA classifications) should
be standardized somewhere between that of the highest clerical and the beginning
professional., A salary ceiling is not recommended.

T3, Professional salaries should be examined and compared with other Unlversity
sslaries. Improvements should be made where called for. :
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Staff salaries should be examined on en individusl basis to discover and right
inequities.

The sntire concept of merit raises with respect to both the principle and the
mechanice should be given a thorough review, especially in connection with the
effects of the Bracket Tndex, the giving of merit raises during the year, and
the use of salary savings.

Staff members should be told whether & raise is a merit incresse, a change
in service credit, an increases in bracket, or a comhination.

Recruitment and Vacanciles

Continuing attention should be paid to discrimination which is a contentious

and important topic., 3tatistical data is difficult to handle end can be mis-

leading. 1t is clear that at the present time there are a number of unbalances:

(a) Minority groups are under-represented throughout;

(p) Senior posts, higher professorial ranks and service classifications
have proportionastely more men than women;

(¢} Clerical and typing classifications have more wormen than men.

The Study Team recommends that the Libraries/AVC give high priority . to

achieving a more balanced distribution in the future.

An examination of the status of women in the Purdue Libraries/AVC should be
made, Any inequities should be remedied.

The Affirmative Action Plan of the Libraries/AVC should be rewritten and
expanded to include women,

The practice of attracting and utilizing students enrolled in the Educationsal
Media Program should be encouraged.

Personnel policies, announcements and Jjob vascancies should be poated in the
Order Unit and in the 1st floor circulation workroom in the General Library
until a staff lounge is found.

University Personnel Administration vecancy lists should receive the same
distribution as Libraries/AVC listings.

Openings for professional librarians at all levels should be advertised in
professional journals, and rosters availeble from certain units of the
American Library Association should be utilized.

Notices of professionalAiacanciqd at other institutions should be pested on
a bulletin board in the Order Unit.

Benefits
A representative of the Libraries/AVC should approach the Clerical and Service

bcaff Advisory Comm‘*teze toc voice support for & sick leave policy vhich will
llow healthy sta® .uembers to benefit from it.
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A representative of the Libraries/AVC should approach the Clerical and Service
Staff Advisory Committee to change the maternity leave policy so that sick
leave credit can be included in the last pay check of a pregnant woman employee
who chooses not to return to work,

A representative of the Libraries/AVC ghould approach the Clerical and Service |
Staff Advisory Committee to promote the use of sick leave credits for paternity
leava.

There is e great need for improved pre-school and nursery day-care facilities
for the children of Libraries/AVC staff, with minimum cherge to the psrents.
It is recommended that this should be a university wide project and that the
Libraries/AVC, because of its large number of women empioyees, should take
the initiative in urging the establishment of a university day-care center.

Staff Development

Greater attention should be given to staff development, both by encouraging

self-improvement and by providing assistance as appropriate.. Not only does

the Tibraries/AVC employ over 200 staff, but these staff account for most

of the Libraries/AVE budget and the quality of our services depends very

directly on the skills and effectiveness of our staff. A staff development

function should be defined and responsibility assigned, with a gpecific

charge to:

(a) expand the development of the individuel steff member through increased
awareness and utilization of available progrems and benefits, and

(b) preparing and administering new programs in on-the-job training.

Efforts shculd be made to keep competent student assistants through regular
ralses end ledder levels of student positions.

Criteria for promotions shouid be developed to eguate experience and specialized
training in library work with the non-related college degree so that all
Libraries/A¥C emoployees can compete for promotions.

The 3tudy Team draws attention to the problems of finding the opportunity "to
conduct research, to write, or to attend coutinuing education seminars” when
there is a heavy pressure of professional duties (including administrative
duties). Some aspects of faculty status, namely criteria for promotions and
tenure, make this problem more critical. A deliberate effort should be made
to release professional staff, particularly in the lower ranks, from struc-
tured schedules so that research can be pursued.

performance reviews for librarians should be developed which are tailored to
the position. The use of a work load schedule 1is recommended. ;

Performance review forms tailored tc specific Libraries/AVC positions
should be created.

Job exchange and lateral transfer programs should be initiated.
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Leadership and Supervision

Seminars and workshopz on management and human relations tec)‘lques should be
instituted for supervisors and potential supervisors.

. -
The supervisor should review each position annually for the purpose of a
potential Job sudit. In addition, supervisors should be trained to write
effective jJob descriptions;

A manual for the use of supervisors should be developed by the Personnel
office to include policies and procedures on the following:

--techniques of the interview;

--wage and salary administration;

--employee befiefit programs;

-=-termination procedures, etc.
The manual should be updated annually. )

¥
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A, RESEARCH AND DEVELOPMENT
i"\.-» -

\

-

Introduction

Jy Research and Developmen! e mean conscious gttempts to cbénge end improve the
effectiveness of the Libraries aml Audio-Visual Center as opposed to energies channelled
into doing routine activities.

R & D, therefore, means directing existing or new resources into improving the .
system as opposed to operating it. It can, therefore, cover a very wide range of activi- "~
ties from theoretic.l developments, through automation to cost calculations which may re-
sult in changed procedures. This Management Review and Analysis should be seen as an
R & D activity. 1In practice taking time and energy to review and improve current acti-
vities should blend intoc normal management activities, nevertheless we believe that it
is useful tc identify R & D as = management function and to consider its proper role in
the Libraries/AvVC.

THE NEED FOR R & D IN THE LIBRARIES/AVC

The Mission statement of the Libraries and Audio-Visual Center has a consistent
theme of striving for excellence. In addition three of the nine Implementation statee
ments are explicit,

More specifically:

No. 6 To study the operations and services provided by the Libraries and

Audio-Visual Center to sassure effective use ¢f avallable rescurces,

lo. B To provide &n environment in which to develop and maintain a capable staff.

No. 9 To anticipate and plan for future developments in informetional and ser-

vices which are likely to affect the University community.

A CLASSIFICATION OF LIBRARIES/AVC R & D

Even though problems tend to merge into one another, it is helpful to mep out some
areas:

1. PROCEDURAL EFFICIENCY
How can tasks and procedures be performed with & more effective combination of ef-

fort, cost and time? In this category may be clvstered the various techniques which can
be used to perform e task more easily, more cheeply or more quic..y. These include office
 management skills, industrial engineering and a good deal ot automatic date processing.

2. MANAGEMENT FUNCTIONS

The present study has set out to review systematically the various management
functions: rplanning, use of policies, management irformation, budgeting, organization,
leadership and supervision, staff development, personnel, communication.

Iu each case the study team has concluded that there is scope for improvement and
a fertile ficld for further investigation -4 sometimes calling for advanced skills.

3. POLICY ANALYSIS AND PLANNING o

" Whereas procedural efficiency (as defined above) is concerned with the effort,
cost and time of performing pasrticular tasks and procedures, there remains a claas of
questiona which are really at a different level: Which services should be provided?
How much of each?-~- and in what combination? Problems at this level are concerned with
goals, allocation of resources and the prediction of likely consequences of various al-
ternative plans.




ontribute usefully towards their solution, Theorists of planning have sug;ested that
policy-making and planning problems ten? to include those types of uncertainty (1).
i. Uncertainties concerning values, 1In a situation of conflicting demands, the
maneger may need to clarify policiés concerning whose values should be adopted,
11. Uncertainties conceraing related choices, For example, how much.do the .
decisions of others concefgg~_7bud§ets, space and new progrems mesh with or
contradict proposed Libreries/AVC plans. For this, foresight and attention to
liaison and coordination may help,

iii. Uncertainties concerning.the environment. This includes knowledge about the
structre of the 8ystem within which the manager operates. 1In particular, how
vould users respond to & change in service? '

In this case, the collectlon and analysis . of pertinent date may be the only
practlcel approach. '

in brief R & D is likely to be useful in helping with the analxsia of the problems
and in providing supporting information with respect to the likely consequences of ;,possi-
ble aolutions. -

L. TACKGROUND RESEAKCH

In addition to the threce levels aslready descrived, there rempins & Varlety of inves-
tigations which sre less directly aimed at sgolving the problemsf’“Much of the exploratory
work on user behavior, bibliography, indexing arrangements and methodological studies, for
example, can be classifiéd at this level.

Such studies can be regarded as the reduction of uncertainty -- as "curiosity research"
as opposed to "problem-oriented" research in eny strict sense. Sometimes it may be “enabl-
ing rescarch" which ensbles practical problems to be studied. Exploratory studies may ,

real unexpected problems or new fuctors, or they may indicate that anticipated problems v
e not, in fsct, problems. .

|
|
|
|
|
|
|
|
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R & D cannot be expected to solve problems of this type but can be expected to

The above review of the Libraries/AVC and the types of ‘R & D leave no doubt that there
i3 a need for competent R & D. Certain resources are availsable, ) _
1. Ve gngard'it as an essential part of the work of every member of the Libraries/AvVC
staff to seek to improve the efficiency and effectiveness of the way things are.done. The
acope for -- and complexity of -- improvement grow with the increases in the managerial
and edministrative responsibility. When this strlving ceaseg, then it is probably time
for a reassignment of duties.

2. Library faculty have a professional and professorial responsibility to research
end to investigate which is reinforced at Purdue by the system éf academic promotions,
This brings enhanced status and salaries but is conditional upon excellence of libraxry
work, excellence in research, scholarship, -and/or creative endeavor, and excellence
it continuing education and/or service.* Although involvement in R & D may not be in-
dispensable for academic promotion, there would seem to be 2 strong motivation.
Further motivation is provided by the enhanced career prospects ‘of librarians who

have a record of creative improvement in the theory or the practice of their work.

. 3, Tke Libraries/AVC has, for some ycars, anad two small units specifically employed to
engage in R % D.

“+In order to recognife that the murk of professional llbrarlesh%s not identical to thet
o{ other faculty, the Librariek and Audio-Vieual Center uses a policy concerning promotions
Which 48 & little different from tut comparsble to the Unlvgrsmy'r pelicy.

EKC
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Instructionsl Media Resesrch Unit (IMRU) has for some ten § ed a v
. years conducted a variet.
o{uzzﬁﬂiol mainly in connection with the effectiveness of media in instruction, but in- y
¢ y 123 some work on library surveys., Currently IMRU is heavily engaged with substantial
? side funding on york on instructional develogment but is also placing more emphagis on
\pagemept problems in response to a new churge from Director Dagnese, :
xpers¥::g!stnit The Systems Unit is concerned with the use of computers. Most of the
and regources S
anter (aDhes. are supplied by the University's Administrative Data Processing
The budgeted support for both units is currentl ‘ ]
! r : Y less than it used to be, though in
hg cese of the Systems Unit this is more than compensated by the ADPC aupporé. ‘?g
« * OtHer schools and departments at Purdue. As a large and inteinationally famous
niversity, strong in epplied studies, Purdue has a remarkable wealth of talent which could
e exploiteq to the mutusleadvontage of both the Libraries/AVC and the faculty concerned.
N The range would seem to complement rsther completely the expertige of the faculty of
tlioL::;FEiis/?vg since it includes not only bibliographers, and media specialists, but .
: chologlsts, computer scientists, statisticians and ell kinds ]
rranization and management. s ’ of specialisfs .

The main problém would ceen. o be one o [ cuordin:tion"&nd ccatrol in eagusing thut
the motivation and the direction remains focused on the Libraries/AVC's actual needs for
R&D. ' :

'RECOMMENDATIONS

We recommend that:

1. The need of the Lioraries and Audio-visual Center for Resgarch‘and Development
should be recognised and supported by the Libraries and “Audfo-Visual Center administration.
'2. All staffard especially all professionul staff be encourasged to contribute creatively
tc the improvement of the theory and the practice of their work,
Means of encouragement exist in terms cf
~--gabbaticals and study leaves,
- ==-involvement with IMRU or Tystems Unit,

€

--university or external gruntc. T .
%, The development” of IMRU should be based on the following considerations: ™~
' () Its mejor role should be to help provide a better informed basis for
décision-meking by the Library Administration. .
(b) 1t should take a, broed view of the Librparies and Audio-Visual Center and the
role of media in-the learning process of instruction and research,
(¢ It should be a policy of IMRU- to encourage and support library staff; for
' example, with experimental design, proposal prepaeratior and guidance on poten-
I _ tial sources. of funding. - ' , : :
(4) - IMRU should take a flexible approach to the choice of its projects bearing
_ in mind thesurgency and the importance of problems, the availability of
expertise .and funding eand the desirability®sf evolving ccherent long-term
programs in which individual studies may interact and augment each other.
4, Systems Unit .The Systems Unit was created to introduce computer-assisted systems to
replace or supplement manual record handling systems. A lot of resources have been de-
. voted to developing computer-based catalqgs of serials holdings. for both Purdue and the
State of Indiana, but several other applicatinng have either bteen made operational or at
least surveyed. Exemples are the twc fiscal reporting systems end the current overview

of circulation.

(VAT A VNS
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Arotrer oo ifioane oo ey e 0 ke ygtene Uit s as sourie o expert
advice on equijanent, e g, cosbt o ana o otions o vorminels and o keypunch eguipmernt.,
Although the missicn o i Onrtenms Dmit 1s o corcentrate on all aspects of the
intreduction ot automatic aarve v ecsing tiiis choubt include reviewing the scope for
non-wutomatic datd processiow i . 10 crther wer s, 1f the Systems Unit were teo conclude
that no pltevnative mapual oystem would ve the Toest curse of action then this weuld be
recommended,

d

[t is recorrmended thint o ne sliculy "nntinue along the lines evolved in
the past year or so, T4 oh oo r bee invelvement of those who will have to

cpernte the nev sysiews s 0 snoull oo onfeste snothe lynamle role of ceoncerntrating

-

or the develomment of new syctens, tracsferricg un of the Oyotens Tinit renponsibiiivy
for e routine cperatlon of cystems whiicth e lonug,

LB TOGRAPHY

L. RRRTIT L T L e S, Tl e o Tooar proversment and stratepi s cholce; an operaticnal

vescarcit acprececn. o the procooses of publlc plancing,
oo, Taviztoos,  Cub). Chapiors 4 %05,

O
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RECOMMENTA TTONS

The Study Teeam meke: the foilowing recommendations with recpect to Hesearch
and Development,

110. The need of the Libraries/AVC for Research and Development should continue to
be recognized and supported by the Libraries/AVC administration.

10, There should be & greater consclousness in recruitment of the desirsbility of
building up a wide range of expertise (e.g., SDI, user surveys, historical
biblicgraphy, interview techniques, citation anelysis, specialist literature
of any kind) as well as subject backgrounds. This would increase the collec-
tive competence of the Libraries/AVC staff. Greater familiarity with and
exploitatlon of such gpeciaelist knowledge should be developed immedistely,

L, A Planning nffice should be formally established under the supervision of the
Agsociate Director bringing together the functions of planning, budgeting,
management {nformation, personnel, systems and research.

3¢, Irformation concerning the cost-effectiveness cf various alternatives in
stafting, materials, purchasing, services, etc., should be made readily
available., MajJor study is indicated here.

111. All staff and especially all professional staff should be encoursged to
contribute crestively tc the improvement of the theory mnd practice of
their work,

112. The development of the Instr:cticnal Media Reseerch Unit should be baked on
the following considerations;

() 7ts major role should be to help provide a better informed besis for
decision making by the Libraries/AVC administration;

(b) Tt should take a broad view of the Libraries/AVC and the role of media
in the learning process of instruction and research;

{c) 1t should be a policy of IMRU to encourage and support librar staff;
for example, with experimental design, proposal preparation and
guidance on potential sources of funding;

(a) IMRU should teke a flexible approach to the cholce of its projects
bearing In mind the urgency and the importance of problems, the avail-
ability of expertise and funding and the desirebility of evolving
cohersnt long-term programs in which individial studies may interact
and augment each other,

. Tt is recommended that the Systems Unit should continue along the lines evolved
in the past yesr or so, It should emphasize the involvement of those who will
have to operate the new systems, transferring out of the Systems Unit respensi-
bility for the rouline operation of systems which are operational

113

In addition the Study Team drews attention to the numerous specific areas
which have been identified as needing investigation, especially in the Phapter

on Management Information. (e.g., Recommendations 36, bhohi7, )8 67, , T8,

91. g2, 92, 109, and 105-107.)

EKC
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B. FACYLTY{ STATUS IN THE LIBRARIES/AVC

Purdue University Librarles and Audlo-Visual Center differs from many other libraries
nd audio-visual renters in that profesgional librarians and professlonal media speclalists
—0ld faculty appointmente. As a conseqguence of this, the professional staff normally have
nn ncademic rank ae well ae the title pertaining to their job description. They are'-
~rligible for academic promotion up Lo full professor through the same procedures as other
Purdue faculty, with criteria for arademic promotion based on the criterla used for other
faculty. » Library faculty are a}ligible for sabbatical, for tenure and subject to non-
reapp ointment for lack of tenure. In addition there ig °lipibility for faculty activities,
such as voting rights and membersnip of the University Senate, faculty committees, etc.
The Libraries/AVC faculty has a detalled constitution and meets at least once a semester.

These festures of the Libraries /AVC faculty have numerous implications for the man-
ngement, of the Librarles/AVC.

For example:

(1) Faculty status should meke for improved recognition for librarians and media
speclaliats and greater involvement in the academic affairs of the Universlty;

{(1¢) Academlic promotion criteria provide additional motivation for professional li-
brarians and media speclalists to engage 1in research, publication and profes-
sional activities than would otherwise be the case. This should enhance but
might conflict with thelir "regular" duties;

{(111) There 1s a co-exlstence of the Lioraries/AVC system with an Administrative
Council and a Libraries/AVC Faculty with its meetings. Membershlp overlaps
ver& considerably; so also the sphere of interest of cach body would seem
to be overlapping.

Meanwhile it ehould be recognized that librarians and media speclalists do differ
rom mest other faculty in that:

(1) Libraries/AVC faculty have more administrative duties than other faculty:
(11) The highest qualification held 15 normally an MLS rather than a Ph.D.

Therefore, a management review and analysls would seemingly need to include some
cnelderation of the Implications of having a Libraries/AVC facrulty ar a distinet proup
within the Librariec/AVC system. Appeals for comments on this tople have brought very
little response and the Task Force on Organization made no comment on it. The OStudy
Teams attitude can be summarized as follows:

Facu'!ty status for librarians and media specialists is an important feature of the
Libraries/AVC. The implications of it are numerous. The interrelationships betw-en
acslyned dutiee s Caculty ctatus are complex, ac 1c also the way in which staff per-
ceive their won roles as profrccionals. 1t would seem theat perceptlons of faculty status
and lte implications do vary.

The Sty Temm hac not attempted to review and analyze the ramifleatlons o0 thin
Lopio but doss fdentify (e oac 4 senative area deserving of continuing concidcration.

In concidering thilc matver the Dtad,y Tewam alse considerea the wideor gares of ctaff con-
cerns. The recommendatbtion has come ffrom Task Forees that there beow Dtat't oopies ros (ﬁy._r.lttoo
axelurtvely for and of Clerical and Uerviecs otafis 1L this recommendatlon cerg adopted then

14 would seem decirable to al:iec nave a Stat'” Concerns Committes for professional ctaff. I

50, 1t should be A committee f the Librars ¥Faculty. Furthermere, such s comrittos might

be 8 suitable vehicle for explering and maring known the Impl i oabions of Paondby Ciatus.
ywever, the Stipty Team helieven that a brosuvlly based Committes on Dtaff Concerns chould be

~establiched which should include Mbrarians snd medle speciallst with facalty status and

hat so recommend=.i. However, thls rhae?'d not deter the Tibrarte Ay facalty from exploring
Q aking known the implicatiors of [aconlir otatus
gﬁ%gh‘biymubAixw LAl el Tav NMizund Ceeiter heoadl o ind e (Bevl)
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RECOMMENDATIONG

The Study Team makes the following recommendations concerning feculty status,

Tne Study Team has not attempted to review and analyze the ramificstinns of
faculty status but does identify it as a sensitive sres deserving of contin-
uning consideration. It recommends & continuous exploring of and making
know, the implications of faculty status.

The Study Team draws sttention to the problems of finding the cpportunity "to
conduct regesrch, to write, or to attend contimiing education seminars™ when
there is a heavy pressure of professional duties (including administrative

duties), Some aspects of feculty status, namely criteria for promotions and

tenure, make this problem more critical. A deliverate et'fort should be made
to releage professional staff, particularly in the lowe: renks, from struc-
tured schedulss so that research can be pursued.



: ATION: . POeEsy

At an early stage in the Study, the Stud§ Team decided that Communication was a topic
which deserved special attention. However, it was agreed to defer considerations of
Communication until after the Task Force reports had been completed.

~ The Study teem's impression can be briefly summarised as follows:
éi) Communication is important;
11) Communications both within the Libraries /AVC and also between tie
Libraries AVC and other groups need to be improved;
(111) However, Communication is rather difficult to discuss in the
abstract e£nd many concrete aspects of Communications are covered
in the Task Force reports. This recurrent tﬂeme in the Task
Force reports needs to be stressed. '
Conleqpently this note will endeavor only to pick out some key features of B
Communications. : .

Ly

\

' EXTERNAL_COMMUNICATIONS.
Users ;

The Mission Statement contains several references to Communication with users.
The first item in the implementation section is: '"to assess the informational re-
quirements of the university community on a continuing basis by formal and informal ..-
interaction with all other elements of the university community." Other items stress
the need to "¢hterpret and publicize." '

Our users are camposed of undergraduate and graduate students, faculty, research~
ers, administrative personnel, plus many outside groups such as interlibrary loen
contacts, interinstitutional programs, Cobicil etc. This is an area where we are
operating at all levels of communicatisn on a daily basis--written, oral, unspoken.
Since this is a complicated topic which is beyond the scope of this brief section,

. we suggest that this is a subject for furtner research. The research could include
readership atudies of our library handbooxs, GUIDE TO PURDUE UNIVERSITY LIBRARIES
and HANDBOOK OF. LIBRARY INFORMATION FOR MEMBERS OF THE FACULTY AND GRADUATE STUDENTS,
plus tk> publication BOOK LIsT., It could iiiclude a study of whether or not our
clients understand what -the serial printout is and how to use it. For exemple, would
they prefer handbooks, directories, and other reference material currently in the
printout be cataloged as monographs? The policies and rules of the General Library,
AV Center, and deparmental libraries could be studied to see where input from the
students and faculty could improvz them.

The problems of Communicating on a campus of this size are clearly severe &nd
the Study Teem is aware of the effort devoted to this. Nevertheless, it is difficult
to see how members of the University can take advantage of our services effectively
unleas they are relatively well-informed about the system. This applies in varying
ways to all types of user.

A multiplicity of approaches would seem especially needed here. In addition to

formal channels such as booklist covers, items in Monday Memo and notices, continuing
emphasis on informal contacts through library representitives dnd discussions wita de-
partment heads and new faculty are needed. This is especially relevant t~ - .cial
services such as the Catal~g Information Service, the bock Aelivery system and, as
Purdue's,self-sufficiency evitably declines, the faci.ities available through b~ .-
up facilities such as the Center for Research lerarifs, the Foreign Newspapers
micrefilm program etc.

Eggdersi
b In the statemen of Mission developed during an earlier part of this study a
etific objective needed for success in the Libraries/AVC mission wa~ defined thus:
"to present and interpret to the funders the fiscal and other needs of the

[:R\!: Libraries and Audio-Visd‘l center."

wll Toxt Provided by ERIC
o
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In view of the complexity ot the unxver51t5 8 funding and the variety ©f influences
at\work, therc is a need for more than the annual budgeting process. What is needed,
in perticular, 1is a constant publicity program designed to lncrease awareness of the
potential, tne achievements, the problem:; and the conditions needed for effective
service by the Libraries AVC.

This calls for a continuing public relations activity. It should be noted, how-
ever, that success cor failurc in this depends lergely upon the attitudes of the
Libraries AVC staff in their day to-day contact with users and potential users.

Libra4x¥Profession

The image of Purdue Libraries AVC in the profession at large depends upon the
perceptions of individuals elsewhere of the situation at Purdue and, especially, upon
the views concerning the wort and effectiveness of the staff here. A poor image is
damaging in that if deters good potentia! recruits and is unlikely to help the reputa-
tions of the professional staff at Purdue or their prospects when seeking to move
elsewhere. For these reasops it ts important not to disparage achievements at Purdue,

INTERNAL COMMUNICATIONS

//f A persistent theme in the nanagement study nithertc has been problems of Communi-
cation.
A few examples are:
(a) An advantage of adopting performance goals would be a clearer under-
standing of r.,les, dulles and relationships;
(b) An aspect of the mission statement ls "to provide an enviroament
in which to develop and meintain & capable staff." A well-informed
staff would seem to be an important ingredient.

. (¢) The Task Force on Budgeting recommended not only that "the Libraries

c. /AVC must establish better communications with other Universitj
departmentc..." but also that "gupervisors should have more input
into the budgetlng process.

(d) The Task Force on Managemr.a* Information identified five areas con-
2 hl cerning which there was insaequate information and made several
recommendations for improvement.

(e) The Study Team has already commented that all supervisors should be
involved in a formal planning process.,

(f) The Task Force on Policies reported a consensus "thet the communication
of policies both written snd unwritten was a problem ... People become
aware of unw. .tten policies in other areas that might affect their own
operations by chance, by xunn1ng into a problem, by complaints from
patrons, etc,"

gg) The Likert Profile administeied hy the Task Force on Orgenization
revealed that the Libraries/AVC staff would llke to see greater
awareness of nroblems, morc oWtaining and using of subbrdinate’s ideas
and opinions, and more invelvement in de¢ision making and gosl-setting.

. Sh) ~he Task Forcc on leadership and Supervision found "...clogged,
intermittent anl faulty lines of communication which prevent fast dis- .
persal of infofmation. 1in addition there is a gereral latk of any-

Ny formal’ method of rhecklng the effectiveness of the communications
“ghannels." -

(i) phe Task Force on Staff Development noted "thet many of the morale

‘(,/problems in the Libraries/AVC seem to stem from inadequate communication,

and that thi is zspecially true of th: Clerical and Service .staff.”

(J}‘ The report of th= Task Force on Personnel revealed extensive ‘misconceg-

7 tions about policiexs and procedures. »

i

In briéf, a mujor fir ing of the study is that there are serious communisdition
QO 'ms. Since communication is difficult to study in the abstract and %he Study
[:R\ﬂ:ecommends that greater ~mphasis be nlaged on communicatlons in dealing vith all
TSeEE, 8+ 0f management and service.
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The adcpticr of tiree principles of cmnunication s recommended:

I. the channels f oommunicatl n need te mutch the organizationel structure.
tf the latter chunges through expansion or a8 move to a more participative
style, then adijustments may need to be mede to the means of internal
communicetions.,

i1, TKnowledge is -1 twe kinds. We know a subject ourselves, or we know

where we car f'ind information upon it" (Dr. Jchnson). 1In other words
“e may not need to communicete everything to everyone, but we do need
te ensure tnat staff can promptly find out what they need to know,

iii. Communication, Like other management activities, consumes resources,

- notably staff time. I% should be o r~nellenge, therefore, to devise
~ost-effective meuns of comnunication and this implies reviewing the
effectiveness as well as he cost of communicetion,

Lv. » variety of channels ¢t communication is likely to give more reliable

and less distected informe lon then dependence on one channel,
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RECOMMENDATTONS

The Study Team drawg attention to communicetfon probleme as a recurrent
theme throughout this study. The following specific recommendations are
mede,

58. A major finding of the study is that there are serious communication problems.
The Study Tesm recommends that greater emphasis be placed on communications in
dealing with all aspects of management and service, (Greater attention should
be paid to the need for multiple channels of communication and to the need to
check occasionally on the effectiveness of these channels, especlally with
regard to unconventional services.

59. All staff should recognize their role in representing and interpreting the
Libraries/AVC and should act sccordingly.

60, Existing forsal mechanisms for public '~lations should be improved and
expanded.

61, A progrem to increase ti'- knowledge of all functions and dépsrtments of the
Libraries/AVC among all staff should be designed and implemented,

62. The Business Procedures Manusl and copies of other handbooks and manuals
useful to employees should be placed where employees have easy access to
them, 1n addition to the Personnel Office and the Administrative Qffices,

€3, A ILibraries/AVe directory should be produced which includes staff members by
name with nis/her position, department and phone number.

17. 1In order to ensure coordination of academic programs with liv.wyr »=22lo,
communication between the Libraries/AVC and all academic departments
should be improved,

18. A liaison between the ILibraries/AVC and the various research centers of the
University, such as LARS, TPRC, Thermal Science and Propulsion Center, etc.,
would benefit the information needs of many potential users.

[@s

The staff at all levels should be involved in committee work.

25. Committee work should receive more publicity in order to acquaint staff with
activitiea, recommendations and decisions.

More generally, the communications aspect should be derne in mind in consi-
dering the wholé report. It is reflected in the general recommendation (1) seek-
ing & more formal, better informed and more participative style of management.

Tt is also reflected in the development of the Mission statement and the advocating
of the use of performance goals, Numerous specific recommendations made in other
chapters are relevant, expecially Chapters V: Management Information, VII: Organ-
ization, and X: Personnel.
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CHAPTER XI11

SUMMARY AND RECOMMENDATIONS

This Management Review and Anelysis study has involved much wogk/and mich
time for many people. This effort has been willingly given because’this study
has been viewed a8 & major step towards making Purdue University Libraries and
Audio-Visual Center the outstandingly effective organizaticn that we want it to
be. The process of conducting this review and anelysis has in itself, had some
beneficial impact on the Librariea/AVC. It is now necessary to transform these
recommendations into a program of action if we are to reap the full benefits of
this study. This initiative now rests with the Director of the Libraries/AVC
by whom this report was commissioned. We believe that the members of the Task
Forcei and indeed the Libr-ries/AVC staff ss a whole share the Study Team's
desire to move forward wii . the following recommendations.
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The namss of the full memberzhip of the Task Forceg are sa follows:

Task Force

Budgeting

Manegement Informstion
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Staff Development
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ERIC

IToxt Provided by ERI

Rane

R.
Ge
Re
Ce

Je
Y.
DO
MU
D.

CO
0,
He
R,

Te

M'
Aa
.
Co

T
e

AO
Ko
Ra
'_T‘D

E,
M.

]
&

D.
Mo

Je
M.
H.
Ro

M

IS ]

c.
H.
Je
Mo

Farris
Daummgart

Funkhouser

Long

Houkes

Corye
Moses
Skinner
Tolliver

Stafford
Dunn

Schroyer.

Simon
Zidar

Bailey
Dorsatt
Ferris
Znow

Houkan
Chung
Markee
Roed

Westerbery

Fosey
Dunn
Cetti
Fry
Rayes

Baaske
Gibbs
Graf
long

R4
Jxgilsns

Stafford
Kuntz

Pinzelik
Zurawski

Location

Catalog uUnit
Aero Library
Math Library
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LEADERSHIP AND SUPERVISION (cont.)

109, ~-employee benefit programs;
-~termination procedures, etc.
The manual should be updated annually.

RESEARCH AND DEVELOPMENT

110, The need of the Libraries/AVC for Research and Development should continue
to be recognized and supported by the Libraries/AVC adminisiration.

111. All staff and especially tll professional staff should be encouraged o
contribute creatively to the improvement of the theory and practice of
their work,

112. The development ol the Instructional Media Research Unit should be based on
the following considerations: )

(2) Its major role should be to help provide a better informed basis for
decision making by the Libraries/AVC administration.

(b) It should take a broed view of the Libraries/AVC and the role of media
in the learning process of instruction and research.

{c) It should be a policy of IMRU to encourage and support library staff;
for exsmple, with experimental design, proposal preparation and guidance
on potential sources of funding.

(d) IMRU should take & flexible approach to the choice of its projects
bearing in mind the urgency and the importance of problems, the aveil-
ability of expertise and funding snd the desirability of evolving co-
herent long-term progrems in which individuel studies may interact and
augment each other.

11%, It is recommended that the Systems Unit should contimue along the lines evolved
in the past year or so. It should emphesgize the involvement of those who will
have to opersate the new systems end it should concentrate on the dynamic role
of concentrating on the development of new systems, transferring out of the
Jystems Unit responsibilify for the routine operation of systems which are
operational,

EMVOL
114, The Study Team draws attention to the fact that most of the recommendationa
above are concerned with the manner in which the Libraries/AVC is msnaged
and requests that, in cases where immediate implementation does not seem
feasible, the factors which lead to the recommendetion will be borne in
mind in the development of the Libraries/AVC.
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STAFF DEVELOPMENT (cont.)

99 The Study Team draws attentic: to the problems of finding the opportunity %tc
conduct research, to write, or to attend continuing education seminars" when
there 1s a heavy pressure of professional duties (including administrative
dutied, Some aspects of faculty status, namely criteria for promotions and
tenure, make this problem more critical. A deliberate effort should be made
to release professional staff, particularly in the lower ranks, from structured
schedules so that research can be pursued. '

100, sSabbetical leaves for the purpose of study and research should be encoureged
end promcted among interested professional staff.,

101, There should be & development review made annually of all individual perform-~
ances including managerial sbilities.

102. Performance reviews for librarians should be developed which are tailered to
the position. The use of & work 1load schedule is recommended.

103. Performance review forms tailored %o specific Libraries/AVC positions should
be created,

108, Job exchange and lateral trangfer programs should be initiated.

LEADERSHIP AND SUPERVISION

105, The Study Team identifies the quelity of supervision as a matter of major
importance, We recommend that the design and implementation of suitable
programs for the various groups of ataff be given & high priority and fur-
ther that these progrems be teilored to specific Libraries/AVC needs, After
the initial pilot atages are completed, successful completion of the appro-
priate course should be expected of all staff, both professional and clerical,

[224m%

whe have any supervisory duties whatscever,

106, The Libraries/AVC should institute a more formal progrem of orientation, in-
formation and Job-related educetion. There are two facets of this recommenda-
tion:

a) the establishment of an Office of Orientation and Education; and

b the eatablishment of a continuing program of educatlon and training

in supervisory skills tallored to the needs of the Libraries/AVC.

i07. Seminars and workshops con management and human relations techniques should be
inatituted for supervisors &nd potential supervisors.

108, The supervisor should review each position annually for the purpcse of & po-
tential jJob sudit, In addition, supervisors should be trained to write
effective job descriptions.

109, A manual for the use of supervisors should be developed by the Personnel
Office to inciude policies and procedures on the following:

-~techniques of the interview;
o --wage and selary administration;
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PERSORNEL (cont,)

90, There is & great need for improvea pre-school and nursery day-care facilities
for the children of Libraries/AVC staff, with minimum charge to the parents,
It is recommended that this should be a university wide project and that the
Libraries/AVC, because of its large number of women employees, should take
the initiative in urging the establishment of & university day-care center.

STAFF DEVELOPMENT

31, Grester sttention should be given to staff-development, both by encoureging
self-improvement and by providing assistance as appropriate. Not only does
the Libraries/AVC employ over 200 staff, but these staff account for most
of the Libraries/AVC budget and the quality of our services depends very
directly on the skills and eftectiveness of our staff. A staff development
function should be defined and responsibility assigned, with & specific
caarge to:

(a) expand the development of the individual staff member through increased
avareness and utilization of availhple programs and benefits, and
(0) preparing and administering new programs in on-the=-job training,

®. Tralning progresms in the area of human relations should be started to improve
our skills, particularly those staff whose duties bring them inte direct con-~
tact with the clientele of the Libraries/AVC.

5, Efforts should be made to keep competent student assistants through regular
raises and ladder levels of student positions,

9”. The possibility of scholarships and of release time with pay for clerical
and service staff to gain additionel formal qualifications in ‘ob-related
areas should be explored.

P5. A work-study program in Library science for clerical end service staff ghould
be instltuted.

9€. A general deficiency in the machinery for upward mobility was noted. The
Study Tesm recommends that the possibility of hiring most new personnel at
a low level (Clerk 2, for instance), with the higher level positions to be
filled by promotion from the ranks, be considered.

g7, Criteria for promotions should be developed to equate experience and specialized
training in library work with the non-related college degree go that all
Libraries/AVC employees can compete for promotions.

98, The opportunities for taking courses, which we regard as a part of the benefit
package attendant to employment at Purdue, should be .extended to all staff on
an equsal bssis and, further, even be encouraged by the introduction of wmore
flexihility in job assigrments, establisihment of & clerical pool to cover
desks during incumbent's absence for this purpose, etc.
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PERSONNEL (cont.)

7.

r]8‘

8¢.

81,

87.

88.

O o

(c) Clerical and typing clasaifications have proportionately wmore women
than men. -

The Study Team recommends that the Libraries/AVC give high priority to

schieving & more balanced distribution in the future.

An examination of the status of women in the Purdue Libraries should be
made. Any inequities should be remedied.

The Affirmative Action Plan of the Libraries/AVC should be rewritten and
expanded to include women,

The Libraries/AVC should encourage the !miversity towards a people-criented
rathsr than male or female oriented evaluation of Jjobs. .

It was also felt that there is & discrepancy between the wages paid between
"mele” type jobs (shelvers, etc.) and "female" type jobts. To the extent
that this exiscts, the situation should be remedied. :

The practice of attracting and utilizing students enrolled in the Educational
iMedia Program should be encouraged.

Personnel policies, announcements and Job vacancies should be posed in the~
Order Unit and in the 1lst floor circulation workroom in the General Library
until = staff lounge is found.

University Personnel Adminiatration vacancy lists should receive the same
distribution as Libreries/AVC listings.

Openings for professional librarians st all levels should be advertised in
professional journals, and rosters available from certain units of the Amer-
ican Library Associstion should be utilized.

Notices of professionnl vacancies at other institutions should be posted on
8 bulletin board in the Order Unit.

Benefits

A representative of the Libraries/AVC should approach the Cherical and Service
Staff Advisory Committee to wiiee support for & sick leave pelicy which will
allow healthy staff members to benefit from it.

A representative of the Libraries/AVC should approach the Clerical and Service
Staff Advisory Committee to change the matermity leave policy so that sick
leave credit can be included in the last pay check of a pregnant woman
employee who ehooses not to return to work,

A representative of the Libraries/AVC. should approech the Tlerical and Service
Staff Advisory Committee to promote the use of sick leave credits for paternity
leave.
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SERSORNEL (cont.)

S

TY.

720

76.

777
[N ]

Personnel Office should be responsible for ensuring proper service credit and
employeeg informed that they may question the service credit awarded them.

A closer working relationship between Personnel Administration and ﬁibraries/AVC
Personnel Office is needed. Regular meetings are suggeated &s one method for
achieving this relationship to exchange ideas, air problems and review latest
developments. i

More information should be collected and made available concerning staff
morele, attitudes, productivity, strengths, weaknesses, relatiomships, and
turnover.

The Libraries/AVC should move towards & policy of meking personnel files
avallable to individuals concerned,

A more effazctive system for grievances or complaints should be established.

Space for a staff lounge should be found which is easily accessible to both
readers gervises and techalecal serviees staff.

Salaries
The salaries of clericel and service staff should be raised and maintsined
in order that the Bracket Index be in line with the Businesas Procedures Manual.

Beginning sularies of administrative staff (OAA and TAA clesaifications)
should be standardized somewhere between that of the highest ctlerical ard
the beginning professionsl, A salary ceiling is not recommended,

Professional salaries should be examined and compared with other University
salaries. Improvements should be made where called for.

Staff salaries should be exeamined on an individual basis to discover and
right inequities.

The entire concept of merit raises with respect to both the principle and the
meghanices deserves a thorough review., especially in connection with the effects
of the Bracket Index, the giving of merit raises during the year, and the use
of salary savings.

Staff members should be told whether s raise is a merit increase, & change in
service credit, an increase in bracket, or a combineticn.

Recruitment and Vacancles

Continulng-attention be given to discrimination which is & contentious and

important topic. Statistical data is difficult to handle and can be mislead-

ing. 1t is clear that at the present time there are a number of unbalances:

(&) Minority groups are under-represented throughout;

(t) Senior posts, higher professorial ranks and service classificatione have
proportionately more men than women;
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POLICY DOCUMENTATION AMD REV1EW (cont.)

56, There should be input from students and faculty as well as eall levels of staff.

57. Supervisoreg should mske every attempt to keep rules uniform. When this is
impossible or impractical, exceptions should be made in such a manner that
it does not make the supervisee "lose face’.

r

COMMUNICATION

58, i major finding of the study is that there are serious communication pweblems,
The Study Team recommends that greater emphasis be placed on communications in
dealing with all aspects of management &nd service. Greater attention should
be paid to the need for multiple channels of communication and to the need to
check occasionally on the effectiveness of these channels, especially with regard
to unconventional services,

59, All staff should recognize their role in representing and interpreting the
Libraries/AVC and should act accordingly.

60. Existing formal mechanisms for public relations should be improved and
expanded,

61. A program to increase the knowledge of all functions end departments of the
Libraries/AVC among all staff should be designed and implemented.
62, The Business Procedures Manual and copies of other handbooks and manuals use-
ful to employees should be placed where employees have easy access to them,
in addition to the Personnel Office and the Administrative Offices,

{3, A Libraries/AVC directory should be produced which includes staff members by
nene with her/his position, department and phone number.

PERSONNEL

6k, During the study there has been considerable evidence of inadequate knowledge

of policies relating to salaries, benefits and personnel policies, It is
recommended that & high priority be given to the better communicetion of these
matters and to the more effective remedying of misconceptions. In particular,
an employee handbook should be developed tc include information on:

--Libraries/AVC table of organization;

--Llbrary administration;

--Library units and their functicns;

~-Wages and benefits including grievance procedures;

--Procedure for enrolling in classes;

~-=-Bxplanation of service credit.
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MANAGEMENT INFORMATION

L,

Le,

b7,

48,

49,
50.

Basic general areas of needed information should be specificelly identified and
both the need for the informat.on and how it can be supplied and used in deci-
sion making should be studied.

Standards and "indexes" should be developed for decision making information.

Appropriate information in the following areas is not adequete. Neded informa-

tion should be identified and collection implemented.

a. Statistics and information about users and potential users=-<who they are,
their habits, what they use, levels of satisfactlon, etc.

b, Stetistics about the use of collections as a basis for allocation of re-~

s sgurces, discarding, replacement, storage, etc,

¢. Work load and work flow measurements, output statistics, and performance
standards.

d.. Required resources for accomplishing certain library tasks and services,

e, Equipment allocation, depreciation, and replacement decisions.

The termination interview should continue to be an integrel part of the termina-
tion procedure, Deata so collected should be evaluated to identify trouble spots
and recommendations for improyvement made.

Information should be readily availsble concerning the status of any ordsr from
selectiocn until the materials are aveilable for use.

Lag times in reporting accounting and financisl inforuation should be shortened.

The accounting procedures for the purchase of subscriptions and contlnustions
should be studied and revised so that clearer and more detalled reports
become availabla.

POLICY DOCUMENTATION AND REVIEW

51,

52.

5%.

The Study Team recommends that

=, Policies should be written and include a state of purpose

b. Policies should be reviewed regularly

¢. Policy making should involve all levels of the Libraries/AVC etaff and
due consideration of the users

d. Policies should be coordinated in some manner &s to encourage consistency.
For example: Circulation policies should be examined with a view to
making them more consistent and adaptable to patterns of demend.

There should be a policy menual or file. A person should be in charge of this
Tile, to assigt people in finding items,

There should be a program for preparing, discussing, recording, distributing,
publicizing, end reviewing policles. The policies should be reviewed on an
annual basis to ensure that they reflect the range and type of services the
Libraries/AVC should be providing.

e procedures and formats described in the ARL Occasional Paper Ko. 2 'Library
Policies' could be adopted as & guide.

Whereas the responsibility fer poclicy making lies with the Director, who in any
case has the right to delegate, refer, and seek advice, the Study Team recormends
the creation of a policy review committee with two roles-

[:R\f:a. The body to which policies normally could be referred for comment;
CSIEEEp . A general responsibility to review and offer advice on policey.

a
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PLANNING (cont.)

3. Long range budgeting for priority items desired by the librery should be
instituted in conjunction with long range plenning.

36, Information concerning the cost-effectiveness of various alternatives in

staffing, materiels, purchasing, services, etc., should be made readily
aveilahle, Major study is indiceated here.

PERFORMARCE GOALS

%7, The study team believes that moving toward the broad use of performance goals
will make a significant contribution to more effective Libraries/AVC operations.
The study team is conscious that there may be significant problems in the
implementation of performance goails in the Libraries/AVC environment. Never~
theless, the study teem recommends that the use of performance gosals be tried
in one or more parts of the Libraries/AVC system on an' experimental basis.

58. Libraries/AVC staff should be trained in setting performance goals. Written
statements of such goals are recommended as well as the evaluation of staff
in the achievement of these goals,

BUDGETING

39, Tﬁe present allocation of funds for library materials for the various subject
areas should be studied in order to determine if there could be & more equit-
able distribution.

40, Supervisors should have more input into the budgeting process. A question-
naire should be designed and sent qut at an appropriate time each year on which
they could 1list requests for additional personnel, equipment and materials
plong with their reasons for these additional needs. If these requests are
glven serious consideration, the supervisor should be called in to further
justify these needs. If the requests are not given serious consideration,
the supervisor should be so informed. o

41, he Libraries/AVC stwuld gredually assume the full cost of providing furni-
ture, equipment and wages for the departmental libraries and discontinue
relying on additlonal funds Ffrom the University departments for these pur-~
pOBEE,

L2

~>

The total book budget figurea should reflect the additional book funds
received from outeide sources.

43, The school, departmental and floor librarians should use more initiative and
control in developing collections relevant to Purdue's needs.
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ORGANIZATIONAL CHANGES (cont.)

2k, Reference szervice in the General Library should be tailoreéd to the neads
of the users and organized to provide graduasted levels of service from en
"information desk™ up.

Committees

8, Staff at ell levels be involved in commlttee work. (See number 8)

25, Comnmittee work should receive more publicity in order to acquaint staff with
activities, recommendations and decisions,

26. Change the Adminjstrative Council's neme to Administrative Advisory Council
and allow Council members to send a substitute.

2%. comittee for Staff Concerns,

(&) There is a need for a staff concerns committee to exammine matters of
supervision, personnel policies, staff development, and working con-
ditions,

(b} The Study Team would see the comnittee as reporting to the Director
and also acting in an advisory capacity in personnel matters.

(cg This committee should be broadly based.

(&) It is suggested that we start with an elacted interim committee with
two functions: ,

1. Devise & suitable permenent committee(s) based in part upon the
findings of the study. ,
2. Hendle such urgent assigmments as are referred to it.

28, Problem-oriented and discussion-type meetings involving ali levels of staff
should be instituted to deal with the variety of communications and under-
standing problems turned up by this study.

PLARN %o

29. The Libraries/AVC planning process should be formalized.

. The process should have the involvement of the entire staff especially with
respect tc their own units.

3., The proceas should interrclate with the rest of the University.

%, The process should contein a qualitative control review.

3% . The responsibility for the coordination and initiation of plenning should be
anasigned to one persoi.

% . A central plenning office shouid be created to handle all aspects of manage-

ment information snd to organize an efficient system for analysis.
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ORGAN"’ZATIONAL CHANGES (cont,}

12, Flexible working hours for non-contact staff should be developed,

13. A new classification of employment, between clerical/service and professional =
in terms of selary, benefits and responsibilities should he established, Thts
new classification would consist of several strata of "para-professionals” who
perform highly skilled, technieal and/or semi-professional functions and should
inelude the OAA-and .TAA classification.

1k, Statements were made relating to the desirability of backup personnel, both for
covering desks when regular incumbents are ebsent due to illness cor vacations,
and ‘covering 'positions when en incumbent is pursuing educational benefits. It
would seem highly desirable either to establish & "lsbor pool™, or to increase
the flexibility of assigrmments to the point where thease needs can be served,
Flexible assigmments would also have the desirable effect of improving inter=~
departmental communication.

15. Several groups noted that they are frequently asked to do work which they regard
" as work more suitably performed by groups outaside of the Libraries/AVC (particu-
larly, Physical Plant for moving furniture and other physical lsbor including
janitorial tasks). The administrative procedures necessary to obtain _help from
Fhysieal Plant should be refined to make this more practical, and all super-
visors should be apprised of this,

16. Provision should be made, in staffing the Libraries, for minor repairs to be
handled internally.

Lisison
17. In corder to ensure coordination of academic progrems with library needs, commu-
nication between the Libraries/AVC end all acedemic departments should be dmproved.

18, Liaison between the Libraries/AVC and the various research centars of the Univer-
sity, such as LARS, TPRC, Thermal Science and Propulsion Center, etc., would
benefit the information needs of many potentlal users.

Services
1S, Greater emphasis should be given to the librarisn's role in accessing 1nforma-
tion--almost to the personal, one to one level,

20. Consolidation of small collections should be investigated.
?21. Expansion of the current book delivery system should be investigated.

22, The "Catalog Information Service" should be expanded and made more visibile to
potential users,

2%, The planned consolidation of the circulation and reference desks of the General
Library should be implemented and that a General Information Desk should be

located near the Main entrance of the General Library.
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In addition, the Study Team coneidered the poasibility of the Libraries/AVC
becoming meore involved in the whole spectrum of producing and using recorded in-
formation. There was not agreement on this point, but a minority opinion is that
the Lidbraries/AVC should be more involved in identifying inadequacies in the
sources of information snd be more active in producing, testing and reviewing
recorded information. A fuwller discussion is in Chapter TI. Mission and Goals.

ORGANIZATIONAL CHANCES

Structure

3. The Libraries/AVC should siructure its erganization along more functional
lines. A study should be made to determine priorities and locations where
regrouping of related and/or similar functions can be achieve, including
the Audio-Visual Center,

L., A Planning Office should be formally established under the supervision of
the Associate Director bringing together the functions of planning, budget-
ing, management information, personnel, systems and research,

5. Attention should be paid to the spans of control.

6. A thorough review should be made of the Readers Division organizatiocn with a
view to further consolidation leading to eight schoecl librarians report-
ing to the Assistant Director, who ln addition would be given adequate adminis-
trative assistance.

7. We encourage the forthcoming review of the organization of the catalog unit.

8. The staff at all levels should be involved in committee work.

Style
9. e Libraries/AVC should begin an immediate movement toward a mensgement
style based on the appliceble findings from behaviorsl reasarch,

Sta.ffigg _

10, re snould be a greater conaclousnese in recruitmwent of tb~ desirebility of
buidling up a wide range of expertise {e.g., SDI user surve  historical,
bibliography, interview techniques, citation analysis, speci...st literature
of any kind) as well es subject backgrounds, This would increase the collec-
tion competence of the Libraries/AVC staff. Greater familiarity with and
explpitation of such specialist knowledge should be developed immediately.

11, The Study Tesm has not attempted to review and analyze the rmmifications of
faculty status but does identify it as a sensitive area deserving of contin-
uing consideration. It recommende a continuous exploring of and meking imown,
the implications of faculty status,
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MISSICN

The mission of Purduc University Libraries and Audio-Viausl Center iz to
meet the informational requirements of the total University community.

IMPLEMENTATICH

1, Yo assess the informaticnel requirements of the University community
on & contimuing basis by formal and infermal interaction with all
other elements of the University ccimmunity.

2. To gelect from available intformaticon that povrion most applicable to
the requirements of the University ccommunity

3. To acguire, organize and arrange these informaticnal rescurces in a
manner and in a pnysical setiing most conducive to their use.

U, To interpret and publicize the
educative services in order t
and Audio-Visual Center to al

se resourcea through informational and
o increase the benetits of the Libraries
1 members of the University community.

5. 'To make available, interpret and publicize ar additional range of
informational resources and services by active collaboration with
other institutions through interlibrary loan, information networls,
and other cooperative arrangemer®s.

6. To study the operations and services provided by the Libraries and
Audio-Visual Center to assure effective use cof availavle resources.

7. To present and interpret to the funders the fiscal and other needs
of the Libreries and Audio-Visual Center.

C
T =3

provide an envircntent in which teo develop and maintain a capable
f

o and mai
staff.

D

To anticipate and plan for future developments in informational needs
and services which are likely to affect the University community.

O

RIC

Aruitoxt provided by Eic:
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LI3T OF RECOMMENRDATIONS

The Study Tesm makes the following recommendations:

(GEXERAL RECOMMENDATION

1. At the end of this Management Review and Analysis, numercus spec'flc recom-
mendations are presented, However, the Study Team would like to summarize
its conclusions in the form of & general recommendation. The Study Team
recommends that the management style of the Libraries/AVC should

=become more formal in that plans, pclicles, responsibilities and
performance goals are developed, documented and reviewed on a regular
®asis;

~become better informed in that greater emphasis is placed on com-
munication and management information, especially data on the needs
and behavior of users and potential users;
-become more participative im sharing, where possible, involvement
in planning and decision-making.

MISSIOR AND OBJECTIVES

2. The Study Team recommends the adoption of the following atatement of
Mission and Implementation as & basis for the development of the Libraries/AVC.
This stetement should bs used as & basis in reviewing the actual and proposed
programs of the Libraries/AVC and should itself be subject to review.




