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ABSTRACT
- Librarians have advanced degreei in the libraiy

ifield, not. in the field .of management. But the .higher one goes in the
institutional hierarchy, the more time anstAm3 spent in managing.

.- ,Librarians' mast take the 16magement'process seriously and understand
. what good-managing is. Managers are constantly appraising this s aff

. and being appraised by them,. Performance -standards,. or Management by
Objective (MHO) provides a system for such appraisal. Objectives, r
the manager or stiff ember should be established on a one to

-basis between the sipervisor and the individual, but it is user if
the-entire-staff first decides on -departmental objectives. Individual
objectives should be made meaningful, measurable add flexible, for
the growth of the staff member rather. than as punishment. Jit the
CoXus),ia University Libraries, task forces of all levels of personnel
are working on the establishment of objectivei: This has opened up
new lines of communicatiote'but is also shilting.the traditional
bureaucratic structures and loyalties at an accelerating rate.
Organizational redesign is thus becomiig a continuing function. The
.experience of articulating performance objectives has proved
'difficult, bit ,worthwhile.. (SL)
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We have already heard how a large industry, namely IBM, nese performano*
standairds for their personnel as pert of !their philosophy of management. But
adrAtimes we are prone to siturn off' when we hear a business an saying some-
'thing, and we say to ourselves..*Oh tell, this isn't for us because were
librarians, not business people,' Speaking as a-librarian, I have been in
this field- for sane time with varied library experience in school, publicand
academia libraries, and presently I am a first line supervisot In a large
academic library. I would like to talk with you about these sane performance
standards and their use in library management,

We've cane a long way in our library management techniques since the time .

of the benevoleht authoritative librgry director. Today when we're talking
about staff development and performance standards for librarians, we're
taikingabout a whole new language. We've had an, explanation of what per
formance standards are And Izow.they can be used, and information on effew4ven'ess
and cost. stiadies. Now we're down to what it's really all about nom
LIBRARIANS!

Dr. ;Bawds Likert, the well 'mown management expert says, "Every aspect Of
an. organisation's .activities is determined by the competence, motivation and
general effectiveness of its human organisation. Of all the tasks of managdaent,
managing the human pasponent is the .central and most important .task, because, all
else depends' upon how well it is done"?

-/

Management by Objectives is nothing noir,- end when we talk about Perfor-
( :ranee Standards, we're talking 'about Managemtat by Objectives 3B30. "Manage-

by Objectives is really NOT a teolmit.,ub; it's a philosophy 2 and in order
to implement no, our managers must believe that the management responsibility
4.;:137 rave is as important as, and different from the professional library job.
Tils tanagers must realize this importance of managing. Dr. De Prospo spoke on
MO in 1971 at the ALA:- stair Development Committee 716rkshop, just like this
one, but libraries, as a whole; atilt, do not .seem to be "tuned in",
.11 wwwww.'

1. Likert, Rensille.The Human Organization; aanagenent Now York,
McGraw Hill, 167. p.
Schrieber, David and Stanley Sloan. "Management by Objectives'. Personnel
Administrator, 16122, May-June 1970.
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One of the problems is . we have advanced degrees in the library fie d; not
in the *managing field. We went to library school because we loved books, and
we wanted to get books and people together. We did not get an Ms or study
business methods. But - what happens? We do a superb job an a reference
librarian or .cataloger, or bibliographer, etc., and an opening occurs as head
of the department. We move into the 'position, still being evert) reference'
librarians, or catalogers, or bili/iographers not fully aware of the new. .

'opportun. ities end challenges that have been given to us as managers that require
different but as specialized knowledge, talent and teohniques. The higher you
go in the iorganizational hierarchy, particularly in a medium size or large library,
the more time must be spent managing and less time in the technical ar494, THIS .

'IS. FACT, and if .this is not happening in your organization, and managers' are
devoting too mushtime to the technical .side of the.work in their department, and.
not enough time to managing, it showsl

We must take managing seriously. We asst understand what good Managing
It is basioally'lgetting things. ONE THROUGH OTHER PEOPLE".3 This does not mean
that the manager sits with feet antis deik4*Impds behind his head and lets I
everyone else do the work. Once you become a Manager, the total coon with
books tends to go by the wayside, ,and you must now learn to i'ocumninewitiiN''
people. Hopefully, public service librarkene at leait, already have this
ability. But cammunicatimmwith staff toes to greater depths timullsammunicatiqn
with the public. Communication 416 not one tray. but rather an interchange on
what the staff expects' from you as well as what you. expect from the staff.

As 're get things done through other people, we aro-evaluating-these 'then
people, bUt does the staff member know bowhkis being judged? - on what basis?
Or is it just . You did a fine job cataloging that last batbh of.booksi Betsy'!.
".':cat's nice, but it doesn't necessarily tell the cataloger why theirager
thought it was .a fine job. Good typing? Descriptive cataloging especially
accurate and concise? More books completed thrli he expected? So the cataloger
doesn't really ]clew What.dhe has done correctly or incorrectly in order to do
a better, job on the next batch of books.

As managers we are constantly appraising and being appriised not in
writing,necessarily . but daily we are reacting and evaluating. Thus, as
staff members. or he managdrs; we do nqp have a choice as to whether we are
being appraised or not. It's happening. every time there is a salary review

an opportunity For promotion, we're appraised - as well as daily.- Some-
times an individual dodsn't really know what his supervisof things of him
until he's firod. -What a terrible time to find out! So- the question is not
whether there ahpuld be an appraisal, but the method of appraisal.

This, is where performance standards or jectivas enter the picture.
There is some difficulty-with the word STANDARDS - ab it has a. connotation in
acme minds of rigidity. We certainly don't want that.- we want flexibility
so the staff member can grow and ultimitelY, therefore, the organization.

3. American Management Association.
Performance. Educational package
instruction, etc.
4

,1
How to Improve Individual Manager
including films, case studies, programmed

I
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benefits - and objectives can be reached better. ar. Connor has already
indicated that IBM ppefers the term °PerZormance Objectives"... I will use
performance standards and performance objectives interchangeably in this
talk.

What does it take to implement MBO? ..Two management eiperts say, °If
department heads are truly given responsibility for .decision making and
forced to make meaningful decisions - (to which I might add - for which
they are held responsible) . then MBO is easily introduced. If de
heads have no experience in delegation and decisionInaking introducing
9O becomes much more difficult°.0 Are we alloied.to make decisions as
&xi:lagers that affect our department? Dews allow Ow managers to make
decisions? OR Are we forced to use . or do was 'spend an or demand use
of the hierarchical structure? As Peter Drucker says in his. lateit book,
which I understand you were 41 asked to tackle, °What matters is managerial
autonasy AND' a000untabilit?. Give managers maxim= authority and full
responsibility'fqp results This may happen at the top level, but often
does not happen further dowqahe chain of oammand.

In the implementation of MBO, thelcnowledge, attitudos, and skills of
the managers themselves play a-veriimportant role, as does the climate
for and incidence of change in the...organisation; as well Is the role of the

. .

chief librarian and his attitude:v.9- Schrieber and" Sloan say that MBO
can be implemented on a partial basis rather than fat the total organisation.
Pvtial implementation in departments where the manager ).s enthusiastic and .

does a good job can influence other departments to give it a try.

Objectives for the individual manager or staff member should be
established on a one to one basis between the supervisor ant the individual -
BUT.. it can be useful, particularly when just beginning MBO, for managers
who manage people doing like tasks, to sit dont with their department to
discuss objectives.for the Department before establishing objective, for .

individuals: Departmental objectives most likely exist in some form, but
they may not have been re-examined for some time - or they may have been
'established by.,the department head without any in-put at all by the staff
or any underltanding by the staff.

When discussing performance objeotives on a one tc one basic, you should
attempt to make the objectives meaningful and measurable, and for the purpose
of development of the inaividuaI, not punish anti

1

f
"All levels of staff fear performance measures which are used in a punitive

manner by their superiors. Measurements that can be applied by othe id'dividual
to his own performance and that can help guide group decisions and actions
are the most acceptable and useful b'th to the individual and to the library.°8.1

Schrieber, op. sit. p..22.
Drucker,'Peter G. Mane ement: Tasks, lies onsibilities Practices. New York,
Harper & Row, 1974. p. (

.6. Schrleber, op. cit. p. 20
7. Ibid. p. 24.
8. "Guidelines to the Development of Human Resources in libraries: Rationale,

Policies, Programs, and Reoommendations.°
(paraphrased from Likert)

'Library Trends, July, 1971, p.104
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The establishment of mutual Objectives between the supervisor and the
employee allows the individual to measure his .awn performance- The individual
and the supervisor are now measuring results: measuring the work, amore thah
the worker. ft.

t

Sometimeit a staff member has eteu.erements, especially quantitative, for
herself, which are not totally real:Atic ie terms of being too high or too low.
.It's up to the supervisor to point out that the objective should be high but
also. realistic, andmayhe,the resolution is to expand the target date for a too
high objective. 'I have Wstaffmember in my department,, Cataloging with Copy,
who is not a librarian, but is a highly qualified teolmi.n1 member of the
staff. She has set a quantitative standard 'for herself 7. a monthly basis which,
is too high. Mbatshappens is that same montbs.she wears :T.,gelf to a frazzle
trying to meet her own standards:1'We are trying to help .r to become more . .

realistic in her expectation., of herself, using a broader base of time, because
she becomes bitter as we21as tired in the months where . te doesn't meet her
awn. standard.

The objective should be flexiblersto.krigid. Don't allow the fact thg-
you are now stating objectives to fix thee: in granite, unchangeable, especially
when beginning nor, That is not the point. They are established to serve
as measurable guidelines for the individual. 00jectives need not be quantitative
and often cannot be . but when it is possible ,to quantify something, it mob*.
helpful. It should be mutually established, however. If the head of a cataloging .-

department has a certain figure in his head as to the number of titles an
individual 'should catalog in a_given period of time, he should discuss This
with the individual, so they can come to an agreement an the figure.

The wetting of.objectives is much more useful when there is an appraisal
proct.ss. And in the dame manner, the appraisal process is much more productive
in terms of deVelopment of staff where there are objectives and key results to
appraise, so the two processes. are rather interdependeint. 'Wm mutual objective
setting between manager and employee, there should be nc.surprises in the formal'
appraisal process.

Mr. Drucker has four ohaptOrs in his book devoted to Service institutions .;
that's usi I'd like to read a few paragraphs to you from that section:

"What the service institution needs is not to be nore beeiress-like. They;
need to be subjected to performance tests as much as possible. They'need to
think through their own spocific functions, purposes and missions. What.the'
service institution needs is not better people. They need people who do the
management job systematically and who focus themselves and their institution
purposefully on .performance add results. They do need efficiency, that is..
control of costs, but above-all they need,c:fectiveness, that is, emphasis on

.the right. results. t.

. 0
Few service institutions today suffer from hst4ing too,few.administratore;

n.st of them are overadrainistered, and suffer from a surplus of procedures,
orpnizati6 charts and management techniques. What now has to be learned is to
:lamp service institutions for performance. THiS MAY WELL BE TT E BIGGEST AND
::JST IITORTAUT WAG a rr TASK 13 THIS CENTURY!"

9. Drucicer, op. nit. p. 166.

it
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What a dynainite 3:tate:neat! What a ohallonge to us in the libraries!
But I hear you saying to yourselves Boy - is she an idealist. You bet
your life I am. Striving for ideals and goals is what it's all about - and
what better place to do it than in the library!!!

Now le t's look at a real library situation:
. My real "library is Colanbia-Univoriity Libraries. As many of you know,

Columbia Libraries was the eubjeot of a case study in 1971 to examine the
. organization and staffing oil a largs.researoh library. The tYtud,y was conducted -
by the management oonsuXnt firm of Boos, Allen and Hamilton and the 'Office of
Ilaiversity Library Management Studios of AR& There. was brdad participation on
the part of the professional staff during the Study, and in examining, evaluating
and helping to implement the reoomaendatione. There were ten pages in the
looseleaf versioil of the'study on Staff Development, so it did ferM an important
.pIrt of the study.

Shortly after the °aviation "of the study, the tbiversity Librarian appointed
the two advisory committees reccemended by thestudy. One of these was the
Staff -Development Committee, a five member committee, with the Personnel Director
as ex-officio user, whose .responsibilities as stated in the ciie;ly were as
follows:

1. To review and recommend.adoption of staff development. plans.
2, To review performance of indiiiidual. professional staff members on

t1/4 periodi° sdheduled basis.
3. To recommend steps to. advance professiona development.

The committee modified end expanded these responsibilities. somewhat, but they
covered thesedareas of development' of ALL levels of sta.ffsiuld advance:nut of

. professional staff )nembers.

In oonjunction with What we're talking about today, the ormittee, after much.
work on its owni, aike&fer the help of en expert in formidesign (and I would
recommend this). in order to desiga a new appraisal fort% for use with the professional
staff. It ircludes the irooedure of a discussion between the supervisor and the
employee being apprais,ed regarding how well the copier)* has fulfilled his re-

% s9msibilitiai. After the discussion, the amployve reads the appraisal and signs
it. We originally had determined to file this completed form in the indiVidualls
f in the Personnel' Office,. but through discussion and szezaination of *hat
e-z real goats are, we have determined not to file. it in personnel, but rather
tj use it as -a definite step in the development of the individual in terms of
establishing individual performance objectives between the, supervisor and the
employee. The forms will, be. kept by the people involved, the supervisor and
ihe employee, and can be disoarded when objectives are completed or as*
dev3lopmental appraisal takes place.

At the end of the management study at Columbia, the) library administration-
41)l.t that one of the top priorities was to help our managers to booing better
../..angers. So the library and two other depart:oats in the university purohasee
a ackage ,from the American Management Association entitled *Ho* to LI:prove
Individual Manager Performaace". This two day seminar which includes films,
cp.se studies, progreumned instruction, role plays, leads:m."3 manual and book of
readings, was given to evcrj.manager in the library in grOups of ten to twelve

.

ti
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The course basically presents HBO. It is desigz.ed for businessei, but we

found that- the abstract'ideas and philosophy applied just as well to the

library situation. The moat important part of the whole seminar. was the

discussion. By guiding the diqoussioe to apply the ideas in the films 'to

library .problems, the material was found to be useful. Even though it is

not specifically geared to libraries, it has been one the chief moti-
Tatiana behind the development of the philosophy of management in the

library.

Some of the participants felt that the establishment of performance

standards, as they are called in this £.0 stainer might be possible -and

certa.l.nly,worth a try in the libraries. Others felt it Couldn't be 'tone.

Oar Staff Development Committee thought it would b4 useful to try to

establish some 'general standards of performanoefor catalogers, referenOe
librarians, bibliographers, etc.,. and we attempted it. jut We were working

in a vaoup.m and not following the proper prooeduree. Because other things4t,

were more Prowling . the attempt to establish general. standards was pushed

aside. Then e*e an invitation.from ALA to speak on Performance Staqdards

far Librarian's, Are they enming or not? -Amazing from wheve comes motivations

A perfect opportunity to get thingsmoiing again at Columbi on performance

standards.

After discussing with the University Librarian the pobsibility of using-

a single department of the library in which to establish performance standards,

we decided it would be better to do it om'a re.all.scale as sample informatian

for this talk today and to make any deoision'regaiding tie process tor larger

segments of the 'tat, after the sample. As indicated earlier, we'haie decided

./.."No continue training our managers in O. .

A task force was appointed through tbnsultation with the Reads of the two

participating units. It was (=posed of the Read, Original Monograph Cataloging,

and two catalogers from that departmen# and theft:tit Reference Depart:lien%

- Health sciences Library and- two reference librarians.fram that department and

myself as chairman. We looked at the film on performance. standards from the,

management seminar, and after a brief discussion, the reference librarians

and the catalogbrs went on their' respectiie ways to write performance standards

a minimal'qmount of training because of VC. minimal length of time in which to

accamplish the task. Training and understanding is crucial to the 'successful

tuplementon of MHO an4 writing of performance standards. -.

As an aside, I would like to mention that Essex County College in Newark,

N.4., spent about a year training a small staff of seven librariane4in MAO.

There' is An explanation of their experience in the Canadian Library Journal,

'May-June,'l974 and immediately following the article, a bibliography on HBO.

In our task force of 'seven people, the managers had taken the seminar and

thus had been exposed to the whole philosophy, but the non-managers had not,

amii,I think, initially, the folgr non-managers felt negative about the whole

idsa of performance standards. The 'term 4TANDARDS especially bothered the non-

mangers, even though the film had .impressed on them that these performance .,
stindards were to be set for developmental purposes and npt for punishment,

the feeling was that that really wasn't the way itwas going to be, and as a'

result, at the be/inning, it was a real threat to their security.
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Managauent expertesty that.it takes up to three years td establish gOed"
_performance standards. We had worked for about fifteen hours . but what:,:happened-
In those fifteen hours was that these people were coEtmlnicating. We agreed

upon some things, we disagreed upon others, but whatwe all ultimately agreed

upon was that performance standards for librarians are.defiaitelyworthwhile,
even though extremely difficult to write.

In the communication prooeis, the r 3ers found out the concerns of the

.employees; the employees found out that managers had same of the same .

concerns that theyilidand were tiing do samething about the problems;
the expec*.tions of both employees and managers were expressed; and evidence r-

of problems in work flaw and work assignment came to light.. The members of
the task .force did feel that it was very important to set objectives for all

units extremely dependent upon one. another, e.g. Searching Unit and Cataloging
Unis. We realised how difficult it is to write measurable and meaningful. .

performancetobjectives, especially in an area like reference and yet the r )

objectives. exist in the minds of the head of the department as well as in the
minds of the reference librarians - for themselverand in judging t) sir peers.
What we are attempting to do is to articulate together what those objectives
are.

Nam let ake give rime examples of 'sane of the perforOanoe standards/Objeotive$

that we wrote:
10 version . Satisfactory bibliographic control is maintained over items

awmping cataloging; reasonable currency is achieved and
*established priorities are maintained.

That are SATISFACTORY bibliogr'aphical control and REASONABLE currency?

tad version - Bibliographic control is mantained over items awaiting
cataloging, holding the material nbmore than tree days
before sending it to Data Control, and established priorities.
are maintained.

Still not exact and totally measurable,. but closer to it.

Another cataloging standard:
Necessary authority work and cross refererteu are made and formulated
according to the.LC/AA/Coluabia rules. NECESSARY tuthoritywork? In
whose julgement?

Sons of the performance objebtives in the reference area ih' the Health

7.ciences Library were easier because we have terminal access. to Data Basesr and saaehow it was easier in this area.

'Ali data base monthly updates are initiated no later than one work day
after the current data base becomes available.

ET here's another one that's questionable, in the referpnce

No reader complaints of a substantial nature are received.
A PERIOD OF TILE? AND WHAT IS SUBSTANTIAL? AND WHAT ABOUT
=PLUMS?

area:

OVER HON LONG
READ7R'S
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I'Mat-happens initially is that. you measure the things for which it is easiest
to articulate measurement, but often they are'not the most important things.

IT IS NOT EAST- BUT IT IS ELTREZEtY USEFUL!

In our world of today that is changing so rapidly, libraried and librarians
must change also if they are to continue fulfilling their roles. Alvin Tatum
in his book entitled?uturejShook, notes the development of a number of changes,
including the explosion of information; mobility"of sooiety and changing-social
attitudes. To adapt to these changios library management needs to also b6come
more flexible.

In the bUreaucratic library organization, the indiVidual fits into a
sharply defined slat. .He fits into a vertical hierirOical etruoture, ei ohafp
of command, where organizational relationships are permanent. Rorganization
takes place. Ad Hoc committees and task &roes are formed; and the individual
severs links with the old familiar, but now no loager'existing-itruoture, and
assumes ,a relationship to the new one that supersedes it. The task forces are
composed of all levels of personnel solving problems with fairly.equ6.1 input.
RelationshiliT7re turning over at:a faster and faster rate. People no longer
remain in a fixed position in this, kind of organization, and thi alters loyalties
ofeople involved, shakes up lines of authority, and accelerates the rate at
which individuals are forced to adapt to organizational (Misuse.' What we see
happening is that those .wt: participate in the task forces and new structure
are changing and developing and those who do not participate or who cannot deal
with the rapid change and time Are still tied into the-bureauoraoy, have difficulty
with the changes taking place a.4i with the iipaat*thit other staff members are
having on the organization! 41., acceleration continues, organizational redesign
becomes a continUingtunction.il

Not surprisingly, we witness a decline in the Old fashioned loyalty to the
organization and its substruotures and a rise is professional loyalty. This

'happened in other professions some time ago, and librariansare late in coming
to it. Professional specialists,. according to.the management expert Bennie,
seemingly derive their rewards frbm inward standards of excellence, from the
intrinsic satisfaction of their task' In fact, they are committed to the teak,
not the job; to their standards, not7tbeir beiss.

C

As the rzhaosopRaK, Norbert tienor says, "re have modified our envirennent
eo rad4.cally,'that we must now modify ourselme3 co exist in this nevr'enTiron-
=.2nt

,,
a, he nape goes for our institutions, including, of court's*, our libraries.

In summary, let's review 3.he salient points of this presentation:

1. If you're going to be t manager, you jolly well better Le a go a. manager
and know what managing is all about. Study and lettrn.wilat it means to be a good
naztager-thrOugh reading, attending seminars and workshops; viewing films, talking
.:ith other managers, eta.

2. Cannunioatei In all directions:
3. Listent .

4. WE ...about people and their development
5. Give your managers full authority and hold them accountable for the results/

t.iaer,Les..Peterur*Prescri tiaa. New York:, Bantam, 1973.
11. Toffler, Alvin Fu re c . eve or ndom House, 1970.

. 8.
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6. To administration should seek out management potenUal in the library
and implement manager training for existing managers as well as those who silos
promise.

7. If MO is to be implemented, the entire staff, or any staff to be
iff-tolved must have good training in the" philosophy practice of writing
objectives.

8. Perforiance objectives ultimately must be established on a bne to one
basis, although over .all-objectives.may be written by a group doing like tasks.

9. Theso individual performance objectives are for thn development of the
individual (and thus the library) 'and not for punishment of the individual. 4

10. We recognise that the articulating of performance.objeotives on an
individual basis is difficult, but feel it is worthwhile.

LET'S -MOVE WITH OR AHEAD OF ME.CHOGING SOCIETY, NOT, BE RUN OVER BY YT!

PERFORANCE STANDARDSyCR LIBRARIANS: 'ARE THEY COMING.OR NOT?

That's up to each of us to answer in our awn library situations, but
librarians are mission oriented people. HBO presents a means that is both
current and in keeping with contemporary society to fulfill our mission. I
think *6 must _take advantage of the philosophy of Management by Objectives
now. It really doesn't matter whether we call it performance standards, or
igrformance objectives, or kerresults, as 1,ng as we're taking our imaging
seriously,* managing systematically and not by Instinct, and managing in order
to accomplish our stated goals. .

As Adam said to Eve when they were leaving the Garden of .Edent "My dear,
we 're living in a time of transition"12 Funny thing, even after all these years,
we're still. living in a tire of transitidn. Let's take advantioge of it. I

challenge you to read anything you can rind, as good librarians, on ?$O,
performance appraisal, performance objectives, to discuss it 'with your admin-
istration and your staff and to dare to give tato a try. Let's make "the
biggest and most important management task of the century" a dYnamio.success

in our libraries.

Thank you!

Paor, (22. cit. p.

.

I

Joyce'D. Veenatra
July 7, 1974
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