DOCUMENT RESUME

ED 283 524 IK 051 996

AUTHOR Taler; Izabella S

TITLE Burnout: A Survey of Library Dirzctors' Vviews.

PUB DATE (84]

NOTE l4p. _ e

PUB TYPE Reports - Research/Technical (143) --
Tests/Evaluation Instruments (160)

EDRS PRICE MFO01/PCO1 Plus Postage.

DESCRIPTORS  Academic Libraries; Administrative Policy;
Administrator Responsibility; *Administrator Role;
*Burnout; Librarians; *Library Administration; -
Library Surveys; Questionnaires; Special Librezries

ABSTRACT STttt - I

.. =...-.. . 'The survey described in this report was designed to

test whether or not library directors are able to recognize the

existence of the problem of burnout (the emotional and physical
exhaustion due to continued stress on the job) and how, if at all,

top management of the institutions of which tke library is a part -
view and deal with the issue. Survey data wers gathered by means of a
one-page questionnaire mailed to the heads of 90 libraries in New
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larger institutions; 40 replies were received. The survay's main

finding was that 65% of the library directors perceived buraout among

their professional staff. In addition, stress and frustration were

most frequently selected as very important warning signs of burnout:

and the administrative techniques ranked as very important in dealing
with burnout were: (1) to provide realistic job expectations, and (2)

to establish clear lines of communication. It is concluded that

burnout definitely exists among library professional staff and that

the majority of administrators are in need of, or would find useful,

some _central program sponsored by their organization to address the
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issues related to job burnout among their employees. Survey

statistics are presented in 5 tables; 23 references are provided; and
the questionnaire is included. (KM)
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BURNOUT: A SURVEY OF LIBRARY DIRECTORS' VIEWS

TO THE EDUCATIONAL RESQURCES
INFORMATION CENTER (ERIC).”

The ,henomenon knownh as job biirnout or simply burnout has, in recent -
years, been written about extensively in occupational and manageri ial

literature:. These Studles have emphasnzed the need for managers to recognize

burnout among staff and to devise programs to combat the problem.
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tinued stress on the job. Burnout, agcording to available research; is re-
ported to be a widespread condition. 'Burned out' workers experience work as

tedious; reaunaant and lnsngnnfncant. Its effect reduces employées' job

performance and negatnvely affects their personal life.
Because burnout reduces employee productivity, organnzatnons must learn

how to recognlze |ts symptoms and be able to intervene wuth proper treatment

organizational framework. -

The exam!natlon of available literature finds three sets of wri tings:

'f?mz,mm -.Im l) self- help literature - describes the burnout phenomenon, suggests

ATIONAL RESC:JRCES | mronm.uoﬁ
CENTER(ERIC)

U N L e e ways of preventing and coping wi th it; most of all,

ginating it
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roduction auaity - at individuals who are experiencing burnout and who seek self help.

ints.of view Or opm-ons stated inthis docu-
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3) ﬁéﬁééé%iéi literature - concentrates primériiy on financial
liabilities of employee burnout.
The early studies Faeagaa'ah the so-called "heiplng profess io i§' includ-
caseworkers, teachers, psycﬁoioaisté and librarians.

THese obs sre s11 characterized by having interaction with the public. Recent
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E() ing social workers,
T

N4

|-4 szudies have demonstrated the existence of burnout in other professuons,
Q = : o o
Ly - 2 BEST COPY AVAILABLE




such as data processrng personnel, cred|t managers énd'éir controllers
(Grimm 1982; Nelson 1980);

There are mixed findings among researchers reporting on the prévalence
of burnout among ifbrariahS; Todaro (1983) concluded that the library
professionals are prime candidates for burnout . fé&éfa'é work was supported
by Ferrierc et al. (1982) and Bold (1982). Contradictory evidence Is reported
by Smith et al. (1983) whose research concluded that “iibEéFiéhs do not seem
to be especially prone to burnout'’: |

Although most studies generalize “Sbout the necessity for managers to
recognize b"u"r'rgo"u’f and for companies to deal with its éfféi:'t's; tiié'ré has been
2 lack of reported research. This é}aay was designed to test whether or not
library directors were able to recognize the existence of the beEiéﬁg

Additionally, it looked into how, if at all, top ﬁéhégenéht df tgé in=-
stntut10ns of which the llbrary is part, view and deal with the issue.

METHODOLOGY | W .

A one-page qu;st?bnnaire.was prepared and mailed to heads of éé iiEFéFfes
in New York Staie.. The libraries were selected on the basis of being part of a
larger institution as opposed to libraries with complete autonomy with regard
to aééisiah ﬁéking; The emphasis was placed on publicly funded academic;
cpecial, and medical libraries with small professional staff.

The questlonnalre s desugn was based on the fundungs and definitions con-
tained in the literature. The survey included a list of factors which were
found to be ‘characteristic of burnout and administrative techniques which could
be used to control the problem: The survey's objective was to test the
library manager's understarding of burnout. A&&ifiaﬁéiiy; it questioned what,
if uny, recognltlon the central zdminisiration paid to the problem.

To determine their understanding of burnout, respondents were asked to
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rank as either very important, important, or unimportant those factors which
they perceived as warning signs of burnout: Similarly, administrators were
offéréd a variety of techniques designed to help réduce the potential of

Eurnout and to rank those as above.

FINDINGS

I response to mailed questionnaires, forty replies, most of them anony=
mous, were returned. Of those received, i - .een represented special
libraries, thirfeen represented academic and #ight replies came from medical
libraries. Twenty-four of the respondents indicated that the 1ibrary which
they head employs five or fewer professionals; nine libraries had six to ten
srofessionals, and seven were in the "eleven plus' category.

The SH?Vey;s main #fhding was that 65% of the Vibrary directors -per-
ceived burnout émOhg,their professional staff (Table 1); §62 of the respon-
dents replied s?fiFasfivély to the question askihg if there was a need for a
central program to deal with the problem (Table 2). Only 15% indicated that
burnout was discussed by the Central Administration, and 12.5% indicated that
their institutions had a program in place (Table 3).

As to the sécond part of the questionnaire, which contained a list of

were rigidity, low morale, and low productivity. Those ranked as unimportant
were high turnover and absenteeism (Table 4):

The recommended administrative techniques ranked as very important in
zezling with burrout were (1) to provide realistic Eég éiﬁéététichs and
‘37 to establish clear lines of communication. Following these in Importance

were the techniqués of ragement of atte s at professional meetings
were the techniques of encouragement of attendance at profess g
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2nd the rotation of work assignments. The reduction of staff/user inter-
action hours was the technique selected most Frequently as the least.
irportant one (Table 5).

The administrative literature upon which this study was designed
emphasizes the importance of management's understanding of the i)'u'rnb'u't
phenomenon. Specifically stressed was Qéﬁéééﬁéﬁtii responsibility to help
prevent burnout among employees '(Ledb%tter 19815 Glicken 1982; Cherlin 1981).
Glicken (1982) states that burnout takes heavy toll on employee productivity
and without éﬁ effort to remedy burnout, biééﬁiiéiibﬁé stand to lose éﬁﬁléYééé
who create its top level resources. Cherlin (1981) suggests that keeping
employees interested in their éobs requires flexibility and the opportunity
to meet new challenges. Glicken (1382) emphasizes three elements which are
crucial to an organizstion interested in“reducing the regative impact of
burnout: recognition of -early warning signs, diagnosis of causes and a develop-
ment of prevention strategies. Such strategies include (1) matching employees’
characteristics to the organizational setting and the complexity of the job
and (2) dévéioﬁihé 3 brégrém to help employees cope with stress as well as
teaching them self-diagnosis: |

Although a majority of library directors who replied were able to detect
the existence of staff burnout,; their reasons for reaching this conclusion
did not in all cases fully parallel those identified in the major research
literature; This indicates the depth of the burnout problem: evén though
most 1ibrary directors do not have a complete understanding of the components

job burnout, they are able to recognize this%condition. Even more interest-,

-h

c
i:g is the baucity 6% central ﬁrégrams to deal with thé pfobiém; déspité the

overwtheiming existence of burnout in most libraries. This suggests a topic

5




for investigation.

Contrary to published studies on burnout among librarians showing either
a lack of burnout or simply making suggestions for further research, the results
obtainéd via this study and reported hérein, cléarly state that based on
library administrator's understanding of this issue, burnout definitely exists
among the library professional staff.
Furthermore, based on their repiiéé, it s obvious that though they are

with recommended éiminiéifaiiﬁé techniques used in reducing the

N
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negative impact of burnout, the majority of these administrators are in need
of, or would find useful, some central program sponsored by their organiza-
tion, which would address the issues reiated to job burnout éﬁBﬁé-tﬁéiF

empibyeés;
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TABLE 1

Library Director's Perception
of Staff Burnout

- .Yes - | * NO;
No. % No. %
2% 65 35




TABLE 2

The Need for 3 Central Program

to Deal with Burnout

Yes N No
NO B y 4 ) NO . E -
32 80 8 20




TABLE 3

BURNOUT AND CENTRAL ADMINISTRATI|ON

) | ° Yes  No Do not know
Question : No. . % No. No. %

|
!

Does the central administration
of the organization of which - - o B 3
your library is-a part recognlze 9 22.5 19 47.5 12 30
the problem of burnout among its ,

emp loyees?

’

Has the central management 7 - : o _ -
| discussed the burnout problem 6 15 27 67.5 7 - 1705
gt meetings?

Is there a central program
in place to deal with the
burnout problem?

30 75 5  12.5

U
o
{.ﬂu

Pk
[Sre




TABLE 4

BURNOUT WARNING §IGNS

Variable

Very important
F " 70 -

Important
No.

Unimportant
No.

Absenteeism

| Low productivity , 15 16 r
Frustration 17 16 4
, - ] - f
Rigidity 7 744747474%?1, N 3
Stress - 29 13 0
Low morale 14 19 3
Alcohol/drug abuse . 12 N 7
rricsbility 23 | 0o -
High turnover § .5 13
Psychosomatic complaints 13 13 X

p il



TABLE 5

ADMINISTRATIVE TECHNIQUES

Type of technique

Very important
NO.

limportant
No.

Unimportant
No.

Provide realistic job expectations

Ol

1

Establish clear lines of 25 10 2
cormunication J

staff perticipation i
decision niaking

14

Fromote creativity and
innovation among staff

21

16

Rotation of work assignments

22

11

Promotion from within organization

18

16

Encourage attendance at
professional meetings

23

~J

Reduce the number of hours of
cteff/user interaction

16

16

Allowing for self-management skills

1

.. -

16

10
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Q_U oIl ::::,

II  The number of librarians in your organization is: 1 to 5. 6 to 10 11 or more

[II Does the central administratlon of the organlza lon of whlch your llbrary is part of

recognize the problem of "burnout" among its employees? es___mo ___don't know
g P 8 ploy y

1. Has the central management discussed the problem at meetings: yes . mo__ don't know

2. 1s there a central program in place to deal w1th this problem. ves__._ nogggdon t know

— — * _ - - -
3. 1Is thété a2 need for such discussions and development of a central program: yes no

[ 4

vV Do ySa 5éfée1ve a problem of burnout among your professional staff: yes no

Of the foilow:ng whlch factors do you perceive as warning signs of burnoiit

(Please rank as follows: l=very impor:tant 2=important 3—un1mportant)

&) zbsenteeism ___. . b) low productivity . c) frustratihﬁ

d) rigidity e) stress f) low morale

) zlcohol/drug abuse h) irritability i) high turnover
j) psvchosomatic complaints k) other (please identify)

the potentlal of burnout: Ce R
(Please rank as follows: l=very 1mportant 2=important 3=unimportant)

a) prov1de reallstlc job expectations
b) flextime
c) establish clear lines of communicatibn

d) staff participation in decision making -

e) promote creativity and innovation among Statf
f) rotation of work assignments
g, promotion from within organization

h) encourage attendance at professional meetings

i) reduce the number of hHours of staff/user interaction
i) cllowlng for self-management skiltls

k) other (please identify) -

i
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