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Description


MANAGEMENT OF LIBRARIES AND INFORMATION CENTERS REVIEW NOTES Definitions: 1. Library Administration – is an aggregate concept of identifying the objectives of the library, appropriate re-structuring of the organization, human resources development, financial administration and effective library management. (Ency. Of Library and Information Science). It is the active management of the library including the formation and carrying out of policies and plans. (ALA Glossary of Lib. Terms). 2. Library Management – is the technique of organizing priorities, motivating staff, securing resources, and evaluating performance in order to obtain the optimum efficiency and benefit from a library service. (Harrod’s Librarians’ Glossary) It is a group of executive functions applied to libraries such as planning, programming, organizing, directing, coordinating, reporting and appraising performance in order to obtain the optimum efficiency and benefit from library service. (Board for Librarians, in Rules and Regulations implementing R. A. 6966) Management Includes Two Concepts: 1. It is concerned with accomplishing certain defined activities 2. It is people who accomplish the work General Characteristics of Management 1. Management is purposeful. A manager / supervisor’s responsibility is to see to it that certain objectives are met. This is a measure of the manager’s success. 2. Management make things happen. In order to accomplish specific objectives, the manager must have certain activities carried out. 3. Management is accomplished by, with and through the efforts of others. There must be dependence on other people to carry out the activities. A good manager must have trust in his subordinates. 4. Management effectiveness requires the use of certain knowledge, skills, and practice. Most library organizations emphasize skill and practice, and give the little attention to training and knowledge, hence many librarians who are given managerial positions do not succeed since they no knowledge or training in managerial functions. 5. Management is an activity not a person or a group of persons. Management is an activity that one can study, practice and develop; skill that can be applied in many situations. It is not an individual or group. 6. Management is aided, not replaced by computer. Concern over computer applications is as strong in libraries as it is in other organizations. It is viewed as a threat. Rather, it should be considered as one that helps make any work effective. 7. Management is intangible. Good management should provide the atmosphere in which work can be easily and pleasantly carried out. Three Levels of Management Positions: 1. Top Management – plans, organizes, controls, and provides over all leadership. 2. Middle Management – coordinates inputs, production outputs and acts as intermediary between top management and operating line management. 3. Operating / First Line Management – gets work done, deals with individuals (e.g. branch managers, section chiefs, etc.) Principles of Management as given by Henri Fayol (a French Industrialist who managed several companies in the late 19th century) 1. Discipline. It is necessary to have clearly defined limits of acceptable behavior. Every one in the staff should know what is acceptable and what is not acceptable behavior.
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2. Unity of Direction. There should only be one plan, and one person responsible for supervising the plan. All activities that have the same objective should be supervised by the same person. E.g. the preparation of the bibliographies to be done by the acquisition department or the catalog department, and not by both. 3. Subordination of individual interest to general interest. Individual self-interest should be coordinated to the general good. 4. Remuneration must be fair and adequate. What the manager should do is to examine the task identify the responsibilities and decide upon a level of compensation, then look for the suitable person for the job. 5. Centralization. This is good for overall control. Both the formulation of policies and the generation of basic rules and procedures should be centralized. 6. Equity. Employees must be viewed as persons, not things. To maintain a good working environment, people must be treated fairly and with equity (equal pay for equal work). 7. Stability of Tenure. Tenure means the term of holding a position of office after a trial period, protecting a person from summary dismissal. 8. Initiative. This should be encouraged at all levels. Subordinates must be encouraged to submit plans and new ideas. 9. Esprit de corps. The common feeling existing in the members of a group and inspiring enthusiasm, devotion and strong regard for the honor of the group; the sprit of oneness in purpose. 10. Division of work. As the enterprise grows, there should be an early division of duties. The activities concerning management should be separate and distinct. Specialization naturally develops with division of work. 11. Authority. The authority that individual posses in an organization should be equal to their responsibility. A person who is responsible for the results of a task should be given the authority to take action necessary to ensure its success. 12. Unity of command. An employee should receive orders from one superior. 13. Order. There is a right place for everything and everyone in the organization. The place or job must be identified. 14. Scalar chain. The chain of command must be clearly identified. There should be a clear hierarchy of positions from the highest level to the lowest. “Productivity Through People” – a principle emphasized by Thomas J. Peters and Robert H. Waterman in “In Search of Excellence”, N.Y.: Harper & Row, 1983. 1. Encourage people to speak up about their jobs. 2. Encourage people to find more efficient ways of working. 3. Everyone should know what is going on in the library. 4. Allow the staff to learn about any function in the library. 5. Hold regular meetings of staff. 6. Build a team. Encourage staff to chip in and help each other. 7. Maintain a sound work environment. 8. Treat employees the way you would like to be treated. New Principles of Management: 1. Participative Management – it holds that organization members will perform best when given the opportunity to participate in the decision making process, especially on matters that directly affect them. 2. MBWA (Management by Walking Around) – is so called “shuffling” – the best way to know how well your organization is really functioning. Develop a library culture (understanding), which is a value-driven approach to management to bring out the best among your employees. 3. MBO (Management by Objectives) – this is a method of management that prevailed in the sixties. MBO is defined as “the establishment of effectiveness areas and effectiveness standards for managerial positions and periodic conversion of these into measurable timebound objectives, linked vertically and horizontally with future planning.”
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4. MIS (Management Information System) – planning, particularly the decision making part of it, and also controlling have some to depend increasingly on information and data. It is the function of MIS to collect and transmit all relevant data pertaining to operations as well as information on managerial applications. 5. Cost Accounting – is the process by which an organization obtains estimates of the costs for producing a product, providing service, performing a function, or operating a department. It is the “process of comparing costs (expenses) with results (products or services) in order to ascertain the actual cost of a product service.” For example, to catalog a book or answer one telephone reference question. Six M’s of Effective Management For a library of information center to fulfill its objectives, it must be effectively managed and this would require the provision and proper control of six M’s namely: manpower, money, materials (resources), machines, moment (time), and method (system). Of these, the most important is manpower. 1. Manpower / Library Staff – for a library to succeed in meeting the ever-increasing and changing demands of its clientele and to fulfill its objectives, it is imperative that it can be managed by well organized and competent staff consisting of both professional and nonprofessional members, the latter composing the support staff. The effectiveness of a library and the kind of service it can render to its constituency depend largely on its staff. 2. Money / Budget – the second factor of utmost importance that conditions the kind of service a library can provide to its clientele is its budget. A library should be provided with a sound and realistic annual budget, which will take into consideration the present costs of books and other library materials and their accompanying equipment for their effective use. Likewise, it is imperative to provide for all the necessities that would enable the library to meet its objectives. There should be kept records of what has been disbursed, what has been encumbered and what remains of the budget. 3. Materials (Resources) – books still make up the greater bulk of the library collection, but other materials in varied formats are gradually being incorporated as important parts of the collection. These include non-prints like audio-visual materials, audiocassettes and records, multi-media kits, CD-ROMs, and other compact discs, software programs and other databases. 4. Machines – what we refer to as machines are the various types of equipment that are necessary for the effective organization of the library’s resources, as well as the provision of efficient service to the library’s clientele. These machines include typewriters, projectors, Xerox machines, audio-visual equipment, computers and others. Training of both the staff and the clientele on the effective use of the new technologies is of utmost importance. This should be a planned program to be conducted before the new equipment is installed, especially if they intended users are not computer-literate. 5. Moment (Time) – time is the most important commodity that one can ever have. Without good time management, many people experience low self-esteem and feel that they are not in control with their lives. A sense of being in control is important to high productivity and high self-esteem. In this book, “Time Management for Librarians,” Cochran suggests that successful time managers should prepare each day a least of priority tasks and identify them as high, medium and low priorities by grouping them under A, B, C and to keep the list in sight as a constant reminder. The library staff members should always be aware as to how much time is given to them to accomplish as assigned task, and be reminded to value time and be as productive as possible. 6. Method (System) – most libraries are now computerized. Instead of the traditional card catalog, library patrons can now resort to the computer in searching for the desired library materials. The OPAC (Online Public Access Catalog) enables the clienteles to get the information they want that is available in the library collection. One of the most dramatic advances in the recent times is the CD-ROM, which can store the contents of printed materials held not just by one library but of several libraries. It is said that one CD-ROM can store the equivalent of 250,000 pages of printed text.
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The Changing Role of Libraries Libraries are organized collection of books, journals, and other sources of recorded information in varying formats. They commonly include reference materials like dictionaries, atlases, encyclopedias, and others that provide factual information, over the past two decades or so, libraries have started providing information in electronic formats, such as CD-ROMS, the internet, and online databases. The traditional role of the library has always been as an intermediary between the information producer (or publisher) and the library patron. For information producers, the library acts as a clearinghouse of products. Information producers would normally provide the library with their products, thus reducing the administrative problems and costs of providing the products directly to the users. For the users, the library is an efficient and convenient instrument to make available relevant information sources out of the entire universe of publications. The library acts as a selective filter and quality instrument, making available to the users only those publications that are relevant and of sufficient quality. The Traditional Roles of Library can be summarized as: 1. Selection – choosing and acquiring information sources available in the marketplace, based on user needs, quality standards, and the available budget. 2. Storage – maintaining the availability of publications through short-term as well as longterm storage and preservation. 3. Service – making the information resources available through facilities and procedures for on-site use, circulation, and loans to and from other libraries. 4. Support – providing guidance and assistance to the users, including the development of support systems such as catalogs, user education, reference services, etc. Factors Affecting Library Services All organizations including libraries and information centers exist within an environment that affects the work they do and how they do it. They also generate their own environment which affects the “feel” of the place and influences how the organization functions. External Environment Factors: 1. Government policies or policies of the parent organization. Public libraries are directly under and funded by the national or local government, while academic and school libraries, as well as special libraries are funded by their parent organization. If the funding agency reduces the financial support for the library, this will have a great impact on its nature and its ability to render efficient services. Other derogatory policies may include increased taxes, such as tariffs, import and excise taxes, etc. which will have direct impact on the acquisition of needed resources and equipment. Social legislation is another policy that can affect libraries as in the case of the National Library not providing services to children and high school students unless the latter need to do research work and have to present a latter coming from their school principal or librarian. 2. Social Values. The values and interests of any society are constantly evolving as tastes and fashions change, an objective consideration of some of these issues is necessary if their impact is to be assessed and the library as an organization is to cope with the changes. For example in public libraries, patrons may no longer go for thrillers but materials on science and technology, especially for the men; and for the women, materials on home life, beauty tips, and romance. Also, an increase in the use of the public library by students of nearby schools may require adding more hours of service and staff members. There should likewise be the need for expanding the resources and facilities of the library. 3. Demographics and geography. Population changes and physical location can have a big impact on the operations of a library. For example, changes in traffic patterns like having an overpass constructed over a public library, and the opening of new facilities like department stores or shopping centers with movie houses nearby or within these centers will effect the number of users of the library.
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4. Tradition. The history of an institution and its traditions can shape its development. For example, a university library that has always given the faculty a two or three-month period of book borrowing may find this practice difficult to alter without a lot of opposition. The routing of serials made by a special library may be the customary practice, but many issues are lost or not returned for a long time. Changing this practice to retain all serials in the library without routing them anymore may encounter opposition from those who had gotten used to the original procedure. 5. Changes in technology. Technological changes can have major impact on the delivery of products and services. In the library and information professions, computer networks have opened access to vast amounts of previously unobtainable data and have greatly improved the manner in which information can be delivered to clients. Examples of these changes include remote access to catalogs from outside one library via local and international networks. This has led to increased demands on the library collection not just of one library but also of different libraries via interlibrary loans, but may affect the allocation of funds for other library activities. 6. Competitions. Competitors have emerged that do some of the library’s traditional tasks. Internet searching and other end-user searching has reduced the demand for access to certain traditional library materials, as well as reference inquiries and physical access to the library or information center. External consultants and outsourcing facilities are now undertaking research or processing tasks such as cataloging at a rate that is cheaper than that of the library with all its attendant overheads, outsourced cataloging may demand paying an item on a piece-rate basis, that is, paying for the total cost of processing a single book. 7. Suppliers. A supplier of materials for a library may go out of business or change ownership or move into other field/s and no longer provides effective service. If this is done without previous notice, it can create serious problems. A supplier may change invoicing or pricing practice. It may give or refuse credit, set minimum orders, charge high transport and handling costs, etc. over which the library or no control. Library managers must take care when entering into contracts with suppliers. Internal Environment Factors Like the external environment, the internal environment, which develops formally and informally in any organization, has an impact on how it operates. Unlike the external environment where the organization has very little control, the internal environment can be shaped and influenced by the organization itself. The product of all these forces is known as the culture of the organization. Some of the systems and processes that comprise the library’s formal internal environment are: 1. Management planning systems. Management planning systems involve staff in developing strategic and operational plans. By involving all the staff of a library in developing these plans, a greater understanding of the plan is fostered among the staff members, and possibly, a greater commitment to their achievement. In addition, the staff will be encouraged to put forward their own ideas and vision that may contribute to the long-term success of the system. 2. Policies and Practices. Policies, practices and procedures are created in all libraries and information centers to ensure that work is completed according to certain standards and guidelines. Such policies and practices may include practical issues such as opening and closing times, whether interlibrary loans are changed or not, the circulation of periodicals, and the length of time certain serial titles will be held in the library. Broader issues may include staff recruitment practices, collection development policies ad collection security measures. 3. Organizational structure. Library structure and shape will influence the flow of information through out the organization. Whether library departments are based on people served or on resources (such as children’s department, serials department, etc.) or on functions (e.g. reference, technical services, etc.) may affect the way they work. Library managers or heads who are closely involved in the day-to-day work of these departments are



5



4.



5.



6.



7.



8.



9.



more likely to influence these areas than managers who are very far away or remote from the workplace. Service or product. The nature of the product or service delivered by an organization has a direct impact on its structure and environment. For example, a small school or public library will require a very different environment from that of a large academic library where a broad knowledge of library and information science, flexibility, responsiveness, technical and interpersonal skills are highly needed of the staff. Also in the large library, the resources and services are more complex and diversified. Management style. The style adopted by people occupying top managerial positions influences the internal environment of the library or information center. A formal, traditional and hierarchical style of management will generally tend to limit initiative and spontaneity and will discourage contributions from subordinates. In contrast, a more informal, decentralized management approach passes responsibility further down the line, encouraging initiative, action, ideas and suggestions. Recruitment and personnel policies. The method of recruiting, training and developing library employees will directly influence the way in which staff members are assimilated into the culture of the organization. These policies can have a major impact on how the whole staff will adapt to their environment and build loyalty to their managers and the library itself. Positive policies that try to match people of their jobs, listen to their concerns and interests and take a real concern with their career development will help build commitment and support for the library, as well as provide a skilled and dedicated workforce that will promote productivity and quality. Staff skills. The skills possessed by the library staff affect the nature and quality of the work performed. Thus experience and training are important to ensure that the library or information center continues to gain the greatest benefit from its human resource component. Continuous and well-planned staff development programs are necessary. Technology. Technological advances in the past two decades or so have much direct impact on libraries and information centers, and their organization and services. They have affected the manner in which specific library tasks like cataloging are done, and creating more isolated tasks, thus requiring the “de-skilling” or “retooling” of librarians to enable to meet effectively the increasing and more varied demands of the library clientele. Budgets. The manner in which the library budget is allocated towards particular tasks will have direct impact on the organization’s activities and thus affect its culture. For example, it may be decide to put more money into the purchasing of CD-ROMs for an academic library or in a school library or reduce the acquisitions budget for three years in order to purchase computer equipment with the money that is saved.



Essentials in Library Administration The essentials that are fundamental in the successful operation of a library or information center and the realization of its objectives are covered under seven heads namely: (1) administration, (2) financial support, (3) holdings, (4) staff, (5) selection, organization and maintenance of collection, (6) services and utilization, and (7) physical facilities. 1. Administration. The library should be administered and supervised by a full-time professionally trained librarian, who reports directly to the governing authority which may be vested on one or more individuals like the president or head of an institution of learning, the president or manager of a business establishment or the highest official of the local government. He is in charge of the library’s operations. The library should have written policies and procedural manuals covering its internal administration and operational activities. There should be gathered and prepared statistics, annual reports and other documents to show its accomplishments, needs and plans for development. 2. Financial Support. Adequate financial support is fundamental to the maintenance of any program of library development and service that is to be significantly effective. In the event financial support is inadequate, a dynamic, enterprising and dedicated library manager will find ways and means of generating the needed funds from outside sources like
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foundations, endowments “friends of the library” groups, or through fundraising activities like bingo-socials, movie benefits, raffles, etc. Holdings. The library collection should consist of all types of recorded information – books, periodicals, government documents, audio-visual materials and other non-prints like CDROMs, multi-media materials, computer diskettes and other databases, etc. A basic collection of 10,000 well-selected titles is deemed necessary to give efficient support to the educational program of an institution of learning with an enrolment of at least 500 students. In addition to the basic collection, the number of volumes based on enrolment should be provided to meet minimum requirements as follows: Enrolment Volumes per students 501 – 1000 12 volumes 1001 – 3000 10 volumes 3001 – 5000 8 volumes 5001 – over 6 volumes As to periodicals, a basic collection of 100 current titles is deemed adequate. Additional titles based on major fields covered are to be provided as follows: For every field of undergraduate concentration of a “major”… 3 titles Subject field For every of graduate concentration-master’s work or equivalent… 6 titles For every field of graduate concentration-doctoral work or equivalent… 12 titles Staff. As per the PAARL standards for academic libraries, a college should have a full time head librarian with at least a Bachelor’s degree in library science and with a minimum of three years of library work experience on the administrative level. A university should have a full time head librarian with at least a master’s degree in library or information science and with a minimum of five years of library experience on the administrative level. Professional librarians in academic libraries should be given academic status and accorded compensation and fringe benefits equal to those of the faculty. The support staff in libraries consists of the sub-professional or Para-professional librarians, student assistants library aides, clerks, as well as other non-professional members of the staff. Based on enrolment, the school or academic library should have one full-time professional librarian for the first 500 students, and additional one full-time librarian for every 1,000 students thereafter or a major fraction thereof. The ratio of support staff members to professional librarian should by 3:1. A continuing staff development program should be provided and participation in professional library activities like conferences, seminars and institutes be encouraged. However, attendance in formal classes as offered by LIS schools is still preferred for professional growth and development. Selection, organization and maintenance of collection. The library collection should be so organized as to permit quick identification and retrieval of items needed by the clientele. All library materials, print and non-print should be processed in accordance with standard and universally accepted procedures. Periodical indexes should be available, especially for serial titles that are constantly needed for research or study of any description. A library committee representing the various groups served by the library like department heads, subject coordinators and faculty members of institutions of learning should be organized to assist in the selection of materials for the library. Trade catalogs, book dealers’ price lists, announcement of publications of learned societies and other tools listing new publications should be acquired by the library. Services and utilization. Instruction in the effective use of the library and its resources should be provided as what is given to freshmen students at the start of the school year, also assistance given to researchers, directions in the use of serials and non-print materials like CD-ROMs and other computer databases kept by the library, guidance in bibliography making, etc. A library handbook should be prepared and given to the library clientele. Reciprocal agreements like consortia with other libraries; interlibrary loan agreements and other forms of interlibrary cooperation should be entered into to provide access to multilibrary resources, aside from undertaking joint professional activities to promote the librarian’s growth and development in the profession.
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At least on professional librarian should be available at all hours of library service. 7. Physical facilities. The library should be strategically located for easy accessibility of the patrons. It should be provided with adequate space and excellent facilities for the users, collections and staff. For a university, it is highly desirable that a separate library building be provided. The library should be well ventilated and lighted, free from noise and other forms of disturbance, be well-designed, comfortable and attractive in atmosphere. For a school or academic library, it should provide a seating capacity for at least ten percent of the school enrolment, allowing 25 square feet per reader. Individual carrels should be provided, as well as other furniture of standard dimensions, and of good quality and in sufficient quantity. Shelving space to accommodate 7 books per linear foot should be provided. Shelves should not be more than 6 or 6 6/2/ ft. high; be 3 ft. wide with a depth of 8-10 inches for regularly sized books, and 10-12 inches for oversized books. A range of shelves should not be more than 10 sections. Ample aisle space of 21/2 to 3 ft. between ranges and 3-4 ft. for the main aisle should be provided. Work areas should be at least 100 sq. ft. of floor space per staff member. Sufficient storage space should be provided for non-print materials as well as for books and other materials to be processed and also for equipment, for library forms and supplies, and for the personnel belongings of the library staff assigned at the processing section. There should be a staff lounge and running water. Beginnings of Scientific Management Thought 1. Henri Fayol (1841 – 1925) – expounded the principle sand practice of management in their modern sense. He devoted considerable attention to the study of managerial activity, which he categorized into the following universally applicable functions: planning, organizing, commanding, coordinating and controlling. He likewise enunciated the universally accepted management principle. 2. Douglas McGregor (1906 – 1964) – propounded two theories – the theory X and the theory Y – the two opposite approaches to work. Theory X is a negative approach where an average human being is considered to have an inherent dislike for work and a tendency to avoid it. Because of this, many people need to be coerced, controlled and threatened with punishment to make them work. They shirk responsibility, are unambitious and seek security, above all. In contrast, Theory Y states that an average human being approaches work as a natural activity, which would be a source a satisfaction or repulsion depending on the controllable conditions. The individual generates self-control and self-direction, seeks responsibility, and derives personal satisfaction from efforts directed towards organizational objectives. 3. Chester I. Bernad (1886 – 1961) – viewed a managers functions and pattern of functioning as a system of cooperative effort in a formal organization. He maintained that an understanding of the functioning of the human society, why people cooperate and the evolution of the system of such cooperation and related areas may contribute to the theory of management, which is a human group activity. He stated that physical and biological limitations of individuals lead them to corporate when they work in groups. 4. Max Weber – developed the “administrative management school” in the early 1900s. It focused on the responsibilities of middle and upper management levels and emphasized the need for organizational hierarchies, limited span of control and rigid communication channels. Organization and System Movement World War I gave a great impetus to the study of efficiency, and by 1930 the idea of applying theory to organizations and system was emphasized in the organization and system movement. This theory distinguished between administration, representing the ownership point of view and scientific management, an approach to work at the operational level, as they related to organization and system. This movement expanded the work of Henri Fayol and at the same time began to explore the behavioral aspects of management.
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Two significant writers of this movement were Lyndall Urwick, an Englishman, and Luther Gulick, an American who edited a landmark work on scientific administration. In a paper to U.S. Pres. Franklin Roosevelt in 1937, they summed up an executive’s functions in the acronym POSDCORB, to stand for planning, organizing, staffing, directing, coordinating, reporting and budgeting. These are the so-called Processes of Administration. 1. Planning. That is, working out in broad outline the things that need to be done and the methods for doing them in order to accomplish the enterprise’s set purpose. 2. Organizing. That is, the establishment of the formal structure of authority through which work subdivisions are arranged defined and coordinated for defined objectives. 3. Staffing. That is, the whole personnel functions of bringing in and training staff and maintaining favorable conditions of work. 4. Directing. That is, the continuous task of making decisions and embodying them in specific and general orders and instructions, and serving as the leader of the enterprise. 5. Coordinating. That is, the all-important duty of interrelating the various parts of the work. 6. Reporting. That is, keeping those to whom the executive is accountable informed through records, research and inspection. 7. Budgeting. That is, all that goes with budgeting in the form of fiscal planning, accounting and control. In later years, however, the core functions that have given emphasis in administration have been reduced to only four, namely: planning, organizing, leading and controlling (POLC). Stueart and Moran have added a fifth one that is staffing. I. PLANNING – means (1) predetermining a course of action, (2) the working in broad outline the things that need to be done and the methods for doing them to accomplish the purpose/s set for the enterprise. Activities of Planning: 1. Forecasting – estimating and predicting future conditions and events 2. Establishing Objectives – predetermining the results to be accomplished 3. Administrative Policies – policies are statements that provide the general guidelines for making decision towards the accomplishment of objectives 4. Establishing Procedures – procedure is a standard method of performing specified work 5. Programming – establishing the sequence and priority of the action steps to be followed in reaching objectives 6. Scheduling – establishing a time sequence for program steps. 7. Budgeting – the forward planning of the company’s operations in financial terms Planning as a function of management, involves selecting or establishing objectives and goals and implementing them by means of policies, procedures, rules, programs and strategies. Planning and the responsibility for planning should be engaged in by all supervisors whether they are at the top, the middle, or the bottom of the organization structure. In other words, everyone employed in any kind of supervisory capacity should be concerned with planning, from the director of libraries down to the clerk in charge of pages who do the shelving. Planning is the process or an activity essential to good management A plan is commitment to a course of action believed necessary to achieve specific results. Guides and courses for future actions prior to performance are required by managers in order to achieve goals. Plans may be short or long-range. Short-range planning is also called “program” or operational planning, while long-range planning is called “policy” or strategic planning. Characteristics of a Good Plan 1. It is based on clearly defined dimensions and objectives. 2. It is as clear and simple, as the subject will permit. 3. Has stability while providing for flexibility. 4. Outlines standards of operation or clearly provides for them. 5. It is economical in terms of resources needed it implement it. 6. It is needed.
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7. It anticipates the future. Advantages of Written plans or Policies 1. They will be carried out more consistently. 2. They can be reviewed and amended more systematically. 3. They can be effectively checked and measured for execution and progress. 4. They are less likely to become lost or obscure with the passing of time and changes in personnel. 5. They aid in the conformity and consistency of administration. 6. They help in the clearer allocation of responsibilities. 7. They help in coordinating the whole operation. Objectives or Goals – are statements toward which organizing and controlling are aimed. Objectives may change as conditions or circumstances change. After top level objectives have been set, then objectives for all units as a library need to be established which are consistent with all other objectives. Importance of Objectives 1. Provide individual motivation to those who must fulfill the objectives 2. Give direction to the library as a whole 3. Serve as a bases delegating and decentralizing work to be done. 4. Coordinate staff work 5. Provide the basis for control; appraise results in terms of managerial goals and objectives. Hierarchy of Objectives Key Objective – a statement of the primary, continuing result of the enterprise as a whole and each of its components are organized to accomplish. Examples: 1. The main objective (mission) of the library is to provide the necessary materials and resources that will help promote effective teaching-learning situations. (For an academic or school library) 2. As the people’s university, the library is bound to provide materials and services that will help promote the socio-economic and cultural life of the community. (For a public Library) Critical Objective – a statement of the continuing results a manager must achieve in a critical performance area if the key objective is to be accomplished. Examples: 1. The introduction of modern technology is important in order to make the library more capable of meeting the ever-changing and increasing demands of its clientele. 2. The in-service training program will enable the catalogers to learn the new devices and approaches in organizing non-print materials.



Specific Objective – a measurable, time-limited result. Examples: 1. The library inventory is to be taken annually during the summer break. 2. Subject bibliographies are to be prepared for distribution to the department heads and faculty members before the start of the school year. Policies – are broad guides to thinking established to assist subordinates responsible for making plans. Policies delimit an area in which a decision is to be made and assure that the decision will be consistent with objectives. Policies must provide for some direction and initiative otherwise they would be rules. Some examples of Policies 1. All new professional staff members will be rotated through all departments 2. Student assistants will be used only for tasks, which will contribute to their growth and learning.
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3. In so far as possible, vacancies on the staff will be filled by promoting from within. Procedures – are guides to action rather than guides to thinking as are policies. Procedures establish a method for handling repetitive tasks or problems. Greater efficiency in routine jobs can be achieved through procedures, which identify the one best way of getting the job done. Procedures tend to be more or less chronological in listing what is to be done. Some examples of procedures: 1. Timetable for budget preparation 2. Sequence of steps to be followed in searching and in ordering library materials



3. Processing new books 4. Preparation of materials for the bindery



Rules and Regulations Rules – are the simplest type of plan and spell out a required course of action. A rule prescribes a specified action for given situation. A rule reflects a managerial decision for or against action. Like procedures, rules guide action, but rules specify no time sequence (e.g. “no smoking” is a rule unrelated to procedure). As distinguished from policies, which guide thinking decision making by identifying the boundaries of discretion, rules are also guides, but they allow no discretion or initiative in their application. Some Examples of Rules and Regulations: 1. Librarians on duty must not eat, chew gum or smoke. 2. Only library materials may be copied on the library’s Xerox machines. 3. Reference books do not circulate; they are to be used within the library premises only. 4. Lending the library card or materials borrowed on it is strictly prohibited. Programs. A program is a comprehensive plan which: 1. May include objectives, policies, procedures, rules, standards, budgets, methods, and other elements necessary to carry out a major course of action; 2. Usually encompasses a relatively large undertaking; 3. Includes future use of resources in an integrated pattern; and, 4. Establishes a sequence of actions. Some Examples of Programs: 1. In-service training program on descriptive cataloging 2. A public relations program to acquaint a community with library resources and services 3. A long-range program of building the library collection. 4. A library orientation program for freshmen and new students in a university campus Strategies – are special kinds of plans or interpretative planning based on the projected plans or actions of other departments, agencies, organizations, or persons. Even if policies are clear and well developed, strategy may be required in adaptation to meet the plans and policies of other persons. Strategy in planning does not mean utilizing deception, but does mean a well though-out approach and application of a plan so that a minimum of difficulty is encountered from the reactions of others. Some Examples of Strategies: 1. Persuading people in the community to support the public library. 2. Handling varied types of reference questions 3. Generating funds for the library 4. How to “sell” your library to the public. The Planning Process – it is the process of moving an organization from where it wants to be in a given period of time by setting it on a predetermined course of action and committing its human and physical resources to that goal.
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The most important reasons for planning are: 1. To offset uncertainty 4. To gain economical control of the 2. To prepare for change organization 3. To focus attention on clear 5. To facilitate control direction for the future A successful planning approach build an understanding of the library’s current services and capabilities as an essential first step to identify future directions. To create a planning attitude, the concept must involve all levels of the organization beginning at the top filtering down throughout the various levels to be accepted and implemented through policies, procedures, projects and programs. The process should lead to the development of a written document, which would involve all segments concerned. It is imperative that each person involved in the planning process knows clearly the purpose of the planning and the expected outcomes and his/her role throughout the process. This will encourage commitment among the members of the staff. Factors of Planning: 1. Time – there are two categories of plans with respect to time: long-range or policy or strategic plans, and short-range or operational or program plans. These categories refer to the span of time over which the plan is effective. 2. Collecting and analyzing data – this step includes systematic collecting of data concerning the library, its activities, operations, staff, use and users over a given period of time. In other words, it is a study of the whole organization and its operations. 3. Level of Planning – all supervisors whether they are the upper, middle or lower level in the organizational structure should engage in planning on two levels: a. They should be responsible for planning in their individual units, and b. They should work with others in the organization to develop the over all plan. 4. Flexibility – flexibility or adaptability in meeting changing needs is the essence of good planning. It is important to revise priorities that might change over time, as well as identifying objectives that have been accomplished. 5. Accountability – accountability is the key to future success. Accountability means the obligation and initiative to carry out established plans. For managers, this means delegating authority and making individuals responsible for achieving the plan’s objectives once they have been established. Strategic Planning – the demands of a changing environment require the use of systems, methods, and options that are responsive to rapid and unpredictable change. Strategic planning is a major tool for effective identification of organizational priorities. It is continuous process of making decisions systematically with the knowledge of their future consequences; systematically organizing the efforts needed to carry out these decisions and measuring the results of these decisions against expectations through organized, systematic feedback. Once in place, strategic plans can provide guidelines for daily decision-making, which will affect the future of the library. It requires developing strategies to achieve at various levels, the overall vision of the organization. II. ORGANIZING – means (1) arranging and relating the work to be done so it can be accomplished effectively by people; (2) the establishment of the formal structure of authority through which work subdivisions are arranged, defined and coordinated for the defined objective/s. Activities of Organizing: 1. Developing Organizational Structure – identifying and grouping the work to be performed so it can be accomplished most effectively by people. 2. Delegating – entrusting responsibility and authority to others and creating accountability for results.
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3. Establishing relationship – creating the conditions necessary for mutually cooperative efforts of people. The management function of organizing provides the framework, in which people can work happily, productively and effectively. Organizing logically follows planning and involves the following: 1. Accomplishing the goals by carrying out plans 2. Dividing work to be done into component activities 3. Grouping the activities logically into units sections or departments 4. Defining the duties to be carried out in each activity 5. Providing suitable physical facilities which are essential for a satisfactory work environment 6. Assigning qualified personnel to specific jobs or tasks, and 7. Delegating authority to the assigned personnel Factors Affecting Organizations of Libraries: 1. Library objectives 4. Size and composition of staff 2. Nature of community to be served 5. Financial resources of library 3. Nature and size of materials in 6. Physical plant collection Grouping of Library Activities basically includes the following: 1. Reader’s Services – direct services to the public, the loan of materials, or the furnishing of information and advice (Reader’s Advisory Service) 2. Technical Services – or (processing services) – selection, acquisition and preparation (processing) of materials for use 3. Auxiliary Services – management of funds and personnel, care of physical plant, and promotion of public relations. In the literature of library administration, activities in the first group have been termed line services – services that deal with the public and are directly engaged in carrying out the library’s objectives. Activities in Group 2 and 3 are commonly termed – institutional, auxiliary or processing services. Though not constituting direct performance toward the realization of the library’s objectives, they are, nonetheless, essential to management, for without them, no line department could function properly and effectively. Effective library organization requires the preparation of the following: an organizational chart and a staff manual. Organization Chart – is a graphic representation of an organization’s structure. Advantages of an Organization Chart: 1. Shows readily the distribution of 4. A good basis for assigning specific duties and staff members. responsibilities. 2. A clear basis for filing vacancies. 5. Eliminates unnecessary overhead expenses 3. Shows ranking of staff members. Principles of Charting: 1. Make sure positions are needed. 2. Pick out the right persons for different positions. 3. Have clear and reasonable division of authority and responsibility. Staff Manual – provides a description of the library’s organization and describes the steps to be taken in the library’s processes or operations. It is a guidebook for the staff of a particular library, consisting of rules of procedure in the various departments and branches, and usually containing samples of forms and lists of supplies.
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Types of Staff Manual 1. Personnel rules – giving such information as policies as regards sick leave, working hours, vacation privileges, staff classification, etc. 2. Procedure books – containing circulation rules and procedures, cataloging routines, handling of AV materials, and others describing library operations. 3. General Manuals – including all or most of the above, giving general information about the library and its organization. Advantages of Staff Manual 1. An efficient method of orienting and instructing new staff members. 2. It gives all staff members a working knowledge of other library departments and their services. 3. It minimizes the possibility of different decisions on different instances for matters they treat. 4. It provides an excellent opportunity for studying and improving the library’s routines and operations. To be more useful, staff manuals should: 1. Include procedures and methods explicitly presented with illustrations. 2. Include information on personnel problems and rules. 3. Be in sufficient detail, describing all procedures done in different departments. 4. Be kept up to date. Delegating. How to Delegate: 1. Define the work in writing. 2. Make standards clear. 3. Motivate the person or team.



4. Get completed work demand accountability of results. 5. Recall delegation when necessary.



Principles of Organization 1. Division of labor. Division of labor or work division is also the foundation of organization. Through it, specialized skills are developed by which efficiency is increased. A task should not be set up that requires less than the full-time of one person. Subdivision of work must not pass beyond the physical division into the organic division. In a library, this can be made by type of service or type of material. 2. Authority and responsibility. Authority is of two kinds: (1) statutory (belonging to a given position, (2) personal (a result of the possession of qualities of leadership). A superior has direct authority and responsibility for his subordinates; he is responsible for his actions. He delegates authority and responsibility to his subordinates, but he does not relinquish it. Authority and responsibility must go together. 3. Unity of command. Unity of command means that each person should be responsible to and receive orders from only one superior. The principle of unity of command insists that there should be just one boss. To the organization as a whole, this means that one man is at the top, and the lines of authority and responsibility start with him and flow down to all levels of management. 4. The hierarchy or scalar principle. This involves a series of steps, rising according to the degree of authority at each level. Each level is subordinate to one above it. The scale extends in one broken line from the chief executive to the lowest employee. It must show the flow of authority. 5. Span of control. Span of control means the number of persons with whom, as administrator must deal directly. An executive’s span of control is limited because of the limits of his own knowledge, time and energy. The number recommended by most authority ranges from not less than three to not more than ten or twelve. 6. Coordination. The problem of coordination is one of getting people to work together harmoniously to achieve a common goal with a minimum expenditure of effort and materials. This has to do also with order. The relationship between various units departments must be established. 7. Grouping, specialization or homogenous assignment. This principle is closely related to division of labor, span of control and the hierarchy people are grouped under formal
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organization in several bases: those most often mentioned being purposes, processes, persons, or things served, place and time. The catalog department of a library is a grouping according to process, the branch libraries according to place. 8. Line and staff. Every large organization has a number of people with superior knowledge and skills whose primary duty consists of aiding others to do better job. The specialists who do the aiding are ordinarily referred to as staff people, whereas those whom they aid are referred to as line people. 9. Control. One of the most important features of good formal organization is what they call control. It consists of supplying to those in key positions the information necessary to know whether the organization is accomplishing its purposes. “Ten Commandments of Good Organization” (American Management Association) 1. Definite and clear-cut responsibilities should be assigned to each executive. 2. Responsibility should always be coupled with corresponding authority. 3. No change should be made in the scope of responsibilities of a position without a definite understanding to the effect on the part of all persons concerned. 4. No executive or employee, occupying a single position in the organization should be subject to definite orders from more than one source. 5. No orders should be given to subordinates over the head of a responsible executive. 6. Criticisms of subordinates should, whenever possible, be made privately, and in no case should a subordinate be criticized in the presence of executives or employees of equal or lower rank. 7. No dispute or difference between executives or employees as to authority or responsibilities should be considered too trivial for prompt and careful adjudication. 8. Promotions, wage changes, and disciplinary action should always be approved by the executive immediately superior to the one directly responsible. 9. No executive or employee should be required, or expected, to be at the same time an assistant to, and critic of another. 10. Any executive whose work is subject to regular inspection should, whenever practicable, be given the assistance and facilities necessary to enable him to independent check of the quality of his work. III. LEADING – is defined as directing and guiding people in using their abilities to attain objectives. Activities of leading 1. Decision making – arriving at conclusions and judgments. 2. Communicating – creating understanding 3. Motivating – inspiring, encouraging, and impelling people to take required action. 4. Selecting people – choosing people for positions in the organization 5. Developing people – helping people to improve their knowledge, attitudes and skills Leader – is a person who enables people to work together effectively to achieve objectives Natural Leader – is a person who enables people to work together to achieve objectives primarily by using his initiative, inborn aptitudes, skills, and personal characteristics. Management Leader – is a person in a leadership position, who, primarily by performing the management works of planning, organizing, leading and controlling enables people to work together to achieve objectives. On Leadership An effective leader has the ability to influence others in a desired direction and thus is able to determine the extent to which both individual employees and organization as a whole reach their goals. Leadership transforms organizational potential into reality. Because leaders often function in an organizational or institutional setting the terms “manager” and “leader” are closely related, but they are not the same. To manage means: to bring out, to accomplish, and to have charge of or responsibility for conduct. Leading – is influencing, guiding in direction, course, action, and opinion. Managers are people who do things right and leaders are
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people who do the right thing. The differences may be summarized as activities of vision and judgment – effectiveness, versus activities of mastering routines – efficiency. Leaders are needed to “light the way to the future and inspire people to achieve excellence.” Managers are needed to ensure that the organization operates well on a day-to-day basis. Individuals can be good managers without being leaders and all organizations need them. Effective managers are highly valued by those who work for them because good managers facilitate employees getting their jobs done. However, when an organization needs innovation more than standardization, it needs a leader rather than a manager as CEO. An organization may be managed well but led poorly. Distinction between Managers and Leaders: 1. The manager administers; the leader motivates. 2. The manager is a copy; the leader is original. 3. The manager focuses in systems and structure; the leader focuses on people 4. The manager relies on control; the leader inspires trust. 5. The manager has a short-range view; the leader has a long-range perspective. 6. The manager asks how and when; the leader asks what and why. 7. The manager initiates; the leader originates. 8. The manager accepts the status quo; the leader challenges. 9. The manager does things right; the leader does the right thing. Approaches to the Study of Leadership: 1. Trait approach – assumes that certain physical, social, personal traits are inherent with leaders. 2. Behavioral approach – distinguishes effective leaders from ineffective ones by their behaviors. As such, leaders may be classified as bureaucrats, democrats, visionaries and politicians. Developing library leaders should begin with the local library. The head librarian must create a work environment that recognizes potential leaders and provides the resources for their leadership development. Current library leaders must continue to renew or reinvent themselves so as to keep pace with the rapidly changing and increasing demands of the library’s consistency. It is to be remembered always that as person cannot function without a brain, the library world cannot function without leaders. Warren G. Bennis – states that an organization with an effective leader, one whose wisdom is accepted by his followers will empower the employees and make them: 1. Feel significant. Each will feel they make a significant contribution to the success of the organization. 2. Engage in learning and feel competent. Good leaders make it clear that there is no failure, only mistakes that provide feedback on what to do next. 3. Feel part of a team. Where there is good leadership, there is a feeling of family and unity. 4. Feel work is exciting, challenging, fascinating and fun. A vital ingredient in organizational leadership is pulling rather than pushing people to a goal. A “pull” style of influence attracts and energizes people to adopt in an exciting vision of the future, which motivates through identification rather than through rewards and punishments. A library manager to be effective will have to adopt whatever style of management will best suit his library. As Fred Fiedler contends, there may not be one best style of leadership, but instead, a number of leadership styles that may be appropriate depending on the situation. Employeecentered leadership may be best under some circumstances, and production-centered leadership may be best under others. Consider contingencies and as followers of this theory contend, as in the case of Fiedler, the task of manager should be to use the style that is most applicable and feasible for a given situation.
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Likert Theory of Management Rensis Likert – recognized that management’s primarily responsibility is to assure the best use of the organization’s resources including its human resources. His research shows that strong centralized control of employees is not the best way to achieve operational efficiency or sustained productivity. Likert describes four prevailing management styles as follows: 1. System 1 – Management is exploitative-authoritative. In this system, management has no trust or confidence in subordinates. Managers are autocratic, and almost all decisions are made at the tope of the organization. Subordinates are motivated by fear and punishment and are subservient to management. Almost all communication in the organization comes from the top of the hierarchy. 2. System 2 – Management is benevolent-authoritative. Management is condescending to employees, who are expected to be loyal, compliant, and subservient. In return, management treats employees in a paternalistic manner. 3. System 3 – Is consultative. Management has substantial but not total trust in subordinates. Top management still makes most of the major decisions, but often solicits ideas from subordinates. Control is still primarily retained by top management, but aspects of the control process are delegated downward. Communication flows both up and down in the hierarchy. 4. System 4 – Is participative. Managers have complete trust in subordinates, and much of the decision-making is accomplished by group participation. Decision-making is found on all levels of the organization. Communication flows, up, down, and horizontally among peers. Because of their participation in decision-making, employees are strongly motivated to achieve the organization’s goals and objectives. This system is based on trust and teamwork. Human element of the organization Before managers can direct, they must understand as much as possible about the human element of the organization. For instance, what causes workers to act the way they do? What needs do workers have? How should workers be treated so as to make them most productive? It was not until the early part of the 20 th century that managers began to realize the importance of the employees and their behavior in organizations. The first management studies were prompted by a desire to improve the productivity of workers. Among the early management theorists, Frederick Taylor and Frank B. Gilbert were interested primarily in the efficient performance of employees. Frederick Taylor – considered the father of modern management, drawing from his varied work experiences, advocated a scientific approach to management. His major concern was the increase in efficiency and production. He introduced the concept of “fair day’s work” and “fair day’s pay” – defined on the basis of scientific observation and measurement of work rather than by a rule of thumb. He likewise advocated the scientific selection and training of persons for work for which they are suited. Frank B. Gilbert – took the view that the average employee is motivated primarily by economic needs, so a pattern of financial rewards and status needs to be built into the career path to provide them as incentives. He advocated introducing work-study methods leading to job fragmentation. Tasks are to broken up into clearly defined subtasks and the time when to perform them is to be worked out using a group of the best workers on the job. The Hawthorne studies – The real interest in the human factor in the organization began as a result of the Hawthorne studies in the late 1920s. Elton Mayo’s research at the Western Electric Company in Hawthorne, Illinois has become a landmark in the modern concept of effective human relations. Elton Mayo – is considered the proponent of the “human relations movement” in the 1920’s and early 1930’s. He and others discovered that when illumination at the workplace increased, productivity likewise increased. The same increase in production occurred when the illumination
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was not changed at all. This was discovered at the Hawthorne plant. Mayo also advocated that in addition to finding the best technological methods to improve productivity, management needs to pay attention to social and human factors. He argued that the real power centers in an organization are the interpersonal relations within the organization. The workers’ needs, motivations, feelings and attitudes should be considered. McGregor’s Theory X and Theory Y Douglas McGregor – propounded two theories – the Theory X and the Theory Y – the two opposite approaches to work. Theory X – is a negative approach where an average human being is considered to have an inherent dislike for work and a tendency to avoid it. Because of this, most people need to be coerced, controlled and threatened with punishment to make them work. They shirk responsibility, and are unambitious and seek security, above all. In contrast, Theory Y – states that an average human being approaches work as a natural activity, which could be a source of satisfaction or repulsion depending on the controllable conditions. The individual generates selfcontrol and self-direction, seeks responsibility, and derives personal satisfaction from efforts directed towards organizational objectives. Maslow’s Hierarchy of Needs One of the most widely known theories of motivation was proposed by psychologist Abraham Maslow – who postulated that all individuals have needs that can be ranked in one predetermined hierarchy. In his view, people are not able to progress to the satisfaction of their higher needs until they have first satisfied their most basic needs of food, clothing and shelter. Maslow’s Identified Five Levels of Needs, namely: 1. Physiological – the basic needs of a human being are food, water, shelter, sleep and other bodily needs. All are essential to human survival and until they are satisfied to the degree necessary to sustain life, the other needs will provide little motivation. Management can provide equitable pay, holidays, rest rooms and good environment. 2. Safety and Security – these are the needs to be free of the fear of physical danger and the employee’s privation of the basic physiological needs. For these needs, management can provide benefits, safe working conditions, pensions and seniority benefits. 3. Social or affiliation – after the first two needs are met, an individual develops a need to belong, to love and be loved, and to participate in activities that create a feeling of togetherness. For these needs, the employees may be allowed to have unions, work groups, clubs and company activities. 4. Esteem – after the social needs have been fulfilled, people need to be more than just a member of group. Individuals want to be held in esteem, both by themselves and by others. The satisfaction of these needs produces feelings of power, self-confidence, and prestige. For this level of needs, employees would need status symbols, recognition, titles, influence and awards. 5. Self-actualization – at the highest level, the individual achieves self-actualization which means maximizing one’s potential, to become everything that one is capable of becoming. To help satisfy this need, opportunities for employees should be given to them to prove their task competency, growth achievement and their ability to tackle challenging jobs. Herzberg’s Two-Factor Theory of Motivation Frederick Herzberg – formulated a theory of motivation that focused specifically upon the motivation of employees in a work environment. He is best known for the studies he conducted on a group of engineers and accountants to elicit their attitude to work. He discovered the one group of factors contributed to employees feeling good about their jobs and he called these factors “motivators.” The motivators, which are closely related to the actual content of the job itself include to ff: 1. Achievement 2. Recognition by supervisors, peer, customers or subordinates of the work accomplished. 3. The work itself – the aspects of the job that give the worker personal satisfaction.
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4. Responsibility – being able to work without supervision and being responsible for one’s efforts, and 5. Advancement These factors lead to job satisfaction and are effective in motivating individuals to superior performance. Another group of factors which Herzberg labeled as – “hygiene or maintenance factors” – pertain not to the content of the job itself but primarily to the conditions under which a job is performed. These factors include the following: 1. Salary 5. Quality of supervision 2. Job security 6. Company policy and administration 3. Status 7. Interpersonal relationship 4. Working conditions The two sets of factors are relatively independent of each other, and each set affects behavior in different ways. When people are satisfied with their jobs, the satisfaction is connected to the work itself. When they are dissatisfied with their jobs, they are usually unhappy with the environment in which they work. The factors that motivate are intrinsic to the job itself; the factors that cause dissatisfaction are extrinsic. If managers want employees to be motivated, they must provide the “motivators,” that is, managers must ensure that jobs are interesting and challenging to the employees. They must emphasize achievement, recognition, the work itself, and growth, all of which are factors that workers find intrinsically motivating. Technique of Motivating 1. Know the personal objectives of your people and how they feel about them 2. Help people understand how they can achieve their personal objectives by contributing to those of the team. 3. Set understood and accepted plans, standards and limits. 4. Enforce limits firmly and fairly. 5. Give each person maximum freedom within the understood and accepted limits. 6. Reward good work promptly and generously – do not reward unsatisfactory work. Technique of Developing People 1. Know the individual 2. Know the job 3. Appraise current performance



4. Plan career path 5. Counsel and coach 6. Provide development opportunities



Performance Appraisal – the work a manager performs to arrive at comparative judgments of the performance and capabilities of people. Performance Counseling – the work a manager performs to discuss performance and capabilities with each of his people Delegating How to delegate: 1. Define the work in writing 2. Make standards clear 3. Motivate the person or teams



4. Get completed work – demand accountability of results 5. Recall delegation when necessary



The process of delegation involves determining the expected results, assigning tasks and delegating authority for accomplishing the tasks. Too often managers give subordinates the responsibility to perform designated activities, but withhold the authority to accomplish them because they fear that the subordinates might commit mistakes or perform poorly. Effective managers are willing to let go of some of their mistakes but they are willing to take the risk since they realize that delegation is necessary in any organization.
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Duties of Library Department / or Supervisors: 1. Instructing subordinates 6. Developing new procedures and methods 2. Inspecting, checking 7. Maintaining sufficient supply of materials and 3. Training employees equipment 4. Handling technical matters in the 8. Developing staff in proper relations with the department public 5. Securing interest among workers 9. Maintaining order and discipline in the department Tools to Help Department Heads or Supervisors: 1. Human understanding; knowing 4. Clearness of expression, effective and understanding people’s communications feelings and reactions 5. Sincere interest in employee’s welfare 2. Exact knowledge of all work to be 6. Appreciation of work well done supervised 7. Open-mindedness, fairness 3. Advance planning; working out 8. Loyalty to the organization employees’ assignments in 9. Realization that certain behavior patterns are advance better that others 10. Honesty and sincerity Desirable characteristics of Managers / Executives 1. Intelligence 7. Receptiveness 2. Experience 8. Personality 3. Originality 9. Human understanding 4. Teaching ability 10. Courage 5. Initiative 11. Sense of justice and fair play 6. Tenacity Traits Most Descriptive of Successful Key Executive 1. Decisive 7. Energetic 2. Aggressive 8. Creative 3. Self-starting 9. Intelligent 4. Productive 10. Responsible 5. Well informed 11. Enterprising 6. Determined 12. Clear thinking Traits Least Descriptive of Successful Key Executives 1. Amiable 7. Kindly 2. Conforming 8. Mannerly 3. Neat 9. Cheerful 4. Reserved 10. Formal 5. Agreeable 11. Courteous 6. Conservative 12. Modest Exemplary Job Behaviors of Successful Managers 1. They manage work instead of 6. They rely on others for help in solving people problems. 2. They plan and organize effectively 7. They communicate effectively. 3. They set goals realistically 8. They are a stimulus to action. 4. They derive decisions by group 9. They coordinate effectively. consensus, but accept 10. They cooperate with others. responsibility for them. 11. They show consistent and dependable 5. They delegate frequently and behavior effectively. 12. They win gracefully
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13. They express hostility tactfully Efficiency Do things right Solve problems Safeguard resources Follow duties Lower costs



Versus Rather than Do Do Do Do



Effectiveness Do right things Produce creative alternatives Optimize resource utilization Obtain results Increase profit



Communication as a Motivating Factor Communication plays and important role in directing. Most managers spend a large part of their time communicating with other people. Henry Mintzberg – in his study of managerial behavior, found that most managerial time is spent in verbal communication, on the telephone, and in meetings. In 1938, Chester Barnard – identified that the main task of an executive is that of communication which is a critical skill of any manager. Barnard views communication as the means by which people are linked together in an organization in order to achieve a central purpose. Communication is the process that makes it possible to unify organizational activity. In libraries and information centers, communication is the lifeblood of the organization. Types of Communication 1. Written communication – is often required by formal channels of command. Managers write memos, letters, reports, directives and policies. Written communication provides a lasting record and ensures uniformity in matters like policy. E-mail is a new type of written communication that is becoming prevalent in a number of organizations. It speeds the delivery of information and is relatively an inexpensive way of providing wide distribution of messages. 2. Oral communication – is conducted through individuals or groups. Oral communication allows the opportunity for feedback, through which clarification can be accomplished. It is often the best way to solve conflict situations. 3. Non-verbal communication – is any type of communication that is not spoken or written. Body language is a specific example. Non-verbal communication can provide many clues to an observer. It can contradict, supplement, substitute for, or complement verbal communication. As the saying goes, “Actions speak louder than words.” Organizational Communication Gerald Goldhaber – defines organizational communication – as the process of creating and exchanging messages within a network of interdependent relationships to cope with environmental uncertainty. In Goldhaber’s view, all organizational communication shares certain characteristics. It occurs within a complex, open system that is influenced by and influences its environment; it involves messages and their flow, purpose, direction, and media; and it involves people and their attitudes, feelings, relationships and skills. Communication Flows 1. Vertical or upward communication – consists of messages that flow from superiors to subordinates or vice versa. In upward communication, flowing from subordinates, the messages usually ask questions, provide feedback or make suggestions. 2. Horizontal communication – is the lateral exchange of information within an organization which typically fulfills the following purposes: task coordination, problem solving, information sharing, and conflict resolution. Technique of Communicating 1. Know what you want to say 2. Know your audience 3. Gain favorable attention 4. Get understanding



5. Ensure attention 6. Encourage feedback 7. Stress application
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IV. CONTROLLING – is assessing and regulating work in progress and assessing results secured. Activities of controlling: 1. Establishing performance standards – establishing criteria by which work and results can be measured and evaluated. 2. Measuring performance – recording and reporting the work being done and the results obtained. 3. Evaluating results – appraising work in progress and results secured. 4. Taking corrective action – rectifying and improving the work being done and the results secured. Establishing Standards Standards – are established criteria against which subsequent performance can be compared and evaluations can be made. They are established by authority as fixed rules or measures. Standards are often devised from the organizational goals. Standards fall into two basic classes: 1. Those that relate to material and performance – including quality, quantity, cost and time. 2. Those that relate to moral aspects – including the organization’s value system and ethical criteria that may be used to establish some sort of code of ethics.



Standards may be: 1. Physical – representing quantities of products, units of service, work hours, and similar things that can be measured and evidenced through time and motion studies. 2. Stated in monetary terms – such as costs, revenues or investments – which are evidenced through record keeping, cost analysis, and budget presentation 3. Expressed in other terms that measure performance – such as performance rating and appraisal systems. Key points in developing performance standards 1. Base standards on plans 3. Keep standards flexible 2. Keep standards realistic 4. Secure understanding and acceptance Measuring performance against standards In any organization, measuring performance is a continuous process, whether it is related to systems measurement or personnel performance. There are activities for which sound standards are difficult to develop and that are hard to measure. What is important is to keep accurate records of what is done. If records are not kept, and if the output cannot be measured objectivity, then it is difficult to assess how much actual performance deviates from the planned performance to determine a measure of success. This feedback, or measuring performance is an important factor in the controlling process. Reporting elements used in libraries and information centers that have attempted to measure performance include personal observation, statistical data, oral reports and written reports. V.



Techniques of control Evaluation – the evaluation process identifies areas needing improvement with an aim toward making corrective action. It is an on-going review of operations. How effectively ad efficiently a library or information center is meeting the goals and objectives identified in the planning process can be measured though evaluation. Evaluating – is appraising work performance on the basis of certain standards or a set of criteria.
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Purpose of evaluating 1. Serves as follow-up 2. To check accomplishment of employees (so as to offer incentives where needed)



3. To compare performance of sections with that is expected as ideal 4. To improve defects or shortcomings



Devices used in evaluating 1. Surveying – types of surveys: a. Self-survey; b. Management survey – is done by the Sycip, Gorres and Velayo; and, c. Professional team survey – as is done by PAASCU, PACUCOA 2. Reporting VI.



Reporting – is keeping those to whom the executive / head librarian is responsible informed as to what is going on, which thus includes himself and his subordinates informed through records and inspections. Purposes of reporting: 1. Account for progress, performance and utilization of resources 2. Report upward and outward concerning progress, current plans, future needs and decisions 3. Report upward for purposes of executive control 4. Inform downward concerning policies, programs, organizational changes, resources, procedures, etc. Qualities of good reports: 1. Clear – easily, understood, devoid ambiguity or doubt 2. Pertinent – having a clear decisive relevance to the matter or issue on hand 3. Brief – short and direct to the point; not verbose 4. Current – occurring in or existing at the present time 5. Complete – must include all that has to be reported 6. Accurate – conforming exactly to truth or to standard; free from error 7. Informative – imparts knowledge or a cause for action 8. Comparative – allows for comparison with previous reports so as to check on actions or improvements made 9. On schedule – submitted on time or before the set deadline 10. In good form – must be typewritten on clean bond paper neat in appearance and devoid of grammatical and typographical errors. Types of reports: Reports going upward 1. Statistics – a. Use of the library; b. Comparative statistics – e.g. growth of the collection; and, c. As a tool of management – e.g. setting priorities to control expenditures 2. Reports (general or specific) – e.g. on activities like staff development, accomplishment of the library, plans for library improvement, etc. 3. Periodic reports – annual, semi-annual, monthly, etc. 4. Research activities 5. Suggestion 6. Budget 7. Appraisals 8. Surveys Reports going downward include – policies, requests, materials, resources, delegation of authority, responsibility, programs, rules and regulations, etc.



VII. Budgetary Control Budget – is the estimate of resources and expenditures over a given period of time; broadly, it is the “blue print” of a comprehensive plan of operations and actions expressed in financial terms.
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Budgeting – is the process of planning for future financial requirements to achieve goals and objectives. Importance of budgeting 1. Fixes the magnitude, the scope and the quality of the services rendered 2. Serves as a major instrument for management direction and control of the work performed 3. Serves as a continual management review for work, purposes and methods 4. Is a work program; translates objectives into pesos 5. Expresses emphasis of first importance and is directly related to planning. It is a statement of public policy 6. Brings system of communication into the areas of policy-making and operations so that the exchange of information on policies, programs and finances is guaranteed. 7. Tends to aid in stabilizing library services 8. Serves as a restraint upon unwise programs and expenditures 9. Serves as a basis for measuring performance 10. Provides a working basis for effective and continuing work relationships between the appropriating body and the executive and the administrative agency. Types of budgets 1. Line Budget – itemizes the following broad items: salaries and wages, books and periodicals, supplies and equipment, building maintenance, accompanied by supporting documents 2. Program Budget – (also known as “lump sum” budget) – groups the major programs or functions corresponding to the organizational plan of the library, constituting administrative services, technical services, reader’s services – broken down into various departments as acquisitions, cataloging, reference services, etc. – with brief description of these functions or programs and comparative figures of current and proposed expenditures. 3. Performance budget – groups programs or functions with their appropriate descriptions, accompanied by quantitative “performance” data broken down by units of work, such as number of books acquired, number of books catalogued, and man-hours put into their processing or grouping in other ways to show how much staff time was needed and how much additional time will be required to perform certain functions. 4. Formula budgeting – uses predetermined standards for the allocation of monetary resources, adapted especially by large academic libraries. Criteria for budget requests are formulated which can be applied to all units within the library system. This type of budgeting facilitates inter-institutional comparison that can be made from year to year. It is mechanical and easy to prepare. 5. Zero-based budgeting – uses the budget of the preceding year as a baseline which is adjusted to reflect current situations. With zero-based budgeting, each unit of the budget must be justified and placed in a hierarchy that is, ranking the units and identifying them according to size or program. Qualities of the budget in proper budgetary practice 1. Publicity – open for everybody’s security; no hidden agenda 2. Clarity – clear and understandable 3. Comprehensiveness – covering complete information 4. Unity – items covered are for one purpose 5. Specification – detailed and precise in presentation 6. Periodicity – quality of being regularly prepared 7. Accuracy – freedom from mistake or error 8. Flexibility – capability of adjustment to meet new, different or changing requirements 9. Comparability – quality or state of being comparable with past budgets Sources of funds Normal resources:
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1. Appropriation or allocation – e.g. from parent organization 2. Income from endowments



3. Gifts, bequests, grants 4. Fines and fees



Extraordinary funding 1. Dole-outs due to fires, typhoons, earthquakes, etc. 2. Income from insurance 3. Income from sale of material – e.g. library’s printed catalogs, publications of library, old newspapers 4. Income from fund-raising activities VIII. STAFFING – concerns the whole personnel function of bringing in and training the staff and maintaining favorable conditions of work. Human resources are critical to any organization’s success. People are the key to the effective functioning of any library or information agency. A library can have an excellent book collection, a wealth of online resources, and a beautiful building, but if it does now have a well trained, competent staff, the patrons will not be served effectively and efficiently. As Rensis Likert states, “of all the tasks of management, managing the human competent is the central and the most important task because all else depends on how well it is done.” Even in highly settings, people are required to coordinate and control the automated functions. And while libraries and other information agencies are becoming more automated, they are still highly labor-intensive organizations with most of them devoting between 50 and 60 percent of their budgets to employee costs. Activities of staffing 1. Recruitment – involves seeking and attracting a pool of applicants from which qualified candidates for vacant positions can be chosen. 2. Selection – refers to the process of actually choosing the individual who will moat likely perform the job successfully. 3. Training and staff development – that is, instructing an individual not only on how to do the job but also why an assigned task is, important so that it will be performed more efficiently. 4. Evaluation (Performance Appraisal) – refers to the systematic evaluation of an individual employee’s job-related strengths and weaknesses. 5. Salary administration (Compensation) – this is to arrive at an equitable system of compensating employees for the work they perform. A few years back, all of the above-mentioned functions or activities of staffing were termed “personnel management,” but in more recent years, that term has been replaced with another term which is “human resources management,” the latter having been more favored since 1989. The name change is symbolic of the expanding role that human resources play in the modern workplace. Employees are no longer upon as “costs” to the organization; instead they are “resources” just as the budget and the physical plant are resources. All resources are important, but good human resources are the greatest assets an organization can have, in almost all modern organizations, there is a realization that the organization is the people who work there. Because of advanced technologies affecting libraries and information centers, additional abilities are increasingly needed of librarians and information workers, in order that they may be both efficient and effective. These skills include the following: 1. Formal and written 5. Project management skills communication skills 6. Marketing and publicity skills 2. Meeting skills 7. The skill of being able to work alone or in a 3. Interpersonal skills team 4. Time management skills Five Qualities Required of Librarians
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1. 2. 3. 4. 5.



Ability to accept pressure Flexibility and ability to respond to change Ability to deal with a range of users Written and oral communication skills Inquisitiveness



Qualities Found Most Lacking among Librarians 1. Commitment to organizational 3. Ability to accept pressure goals 4. Reliability 2. Friendliness 5. Energy – submissive, passive, self-abasing Since most libraries are now automated, a new position that has been created is that of systems librarian. Systems librarianship – is the art and science of applying information and communication technologies to librarianship to improve library and information services. Knowledge and Skills Required of a Systems Librarian 1. Know the principles of librarianship 2. Be competent in computing and networking 3. Have excellent communication and public relations skills 4. Be knowledgeable in cataloging and reference 5. Be knowledgeable in microcomputer library systems 6. Have an enthusiastic and service-oriented attitude 7. Have excellent publication skills 8. Have excellent management skills to be able to develop long-range technology plans 9. Have excellent training skills Types of staff The staff of most libraries and information centers is composed of a diverse group of employees with various levels of education and responsibility. As libraries and information centers have incorporated more technology into their processes, the type of staff employed has necessarily become more varied. The professional staff works at prominently intellectual and non routine tasks – those requiring a special background and education on the basis of which needs are identified, problems are analyzed, goals are set, and original and creative solutions are formulated for them, integrating theory into practice and planning, organizing, communicating and administering successful programs of service to the library users. They provide the expertise needed to fulfill the information needs of the library patrons. The support staff consists of workers with a wide range of skills, from paraprofessional to clerical. The support staff is usually the largest group of full-time employees in a library, and the activities of these employees cover a wide range of essential duties, including the tasks of entering, coding and verifying bibliographic data; maintaining book funds; ordering, circulating materials; claiming serials; filing; and copy cataloging. The routine operations in most library departments are handled by the support staff. Libraries usually employ a large number of part-time employees who work at easily learned, repetitive tasks such as retrieving items from the stacks, or shelving returned books. Because these workers typically work for only a limited period of time, they require a great deal of training and supervision. Many libraries and information centers are turning to part-time and contract workers in an attempt to achieve more flexibility and to save money. Some libraries are outsourcing – meaning, they are purchasing from outside sources, certain services or goods that they previously provided or produced for themselves. The organizational framework for staffing Although the terms job, position and occupation are often used interchangeably, each has a distinct definition in human resource terminology.
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1. Position – is a collection of tasks and responsibilities that constitute the work assignment of one person. Thus, there are as many different positions in an organization as there are people employed there. A language cataloger in academic library (e.g. one handling the Spanish collection) holds a position, as does a bookmobile driver of a public library. 2. Job – is a group of positions that generally involve the same responsibilities knowledge, duties, and skills. Example would be the job of a bookbinder, or a filer of catalog cards. 3. Occupation – is a general class of job found in a number of different organizations, e.g. librarianship is considered an occupation, just as computer programmer, etc. A job should always be a planned entity consisting of assigned tasks that require similar or related skills, knowledge, or ability. Ideally, jobs should never be created haphazardly at the whim of an employee or to suit the special knowledge or ability of a particular individual. Instead, jobs should be carefully designed to ensure maximum organizational effectiveness. Some tasks have end responsibility meaning that there is no review of that is done. The action of the individual in a job having end responsibility is final. Such end responsibility is often found in reference services, book selection, and top administration. A well-defined job has assigned to it tasks that are: 1. Comparable in the amount of education required 2. Comparable in the amount of experience required, and 3. Comparable in the degree of responsibility required. Job description and classification Job description attempts to define the duties to be performed, lines of authority, scope of responsibility and the qualifications needed for successful performance. Most libraries have a hierarchical system of classification with titles that denote levels of responsibility. Some of the scales are numerical, e.g. Librarian I, II, III, IV; others differentiate by such words as “Junior,” “Senior,” “Principal,” etc. In the United States, some libraries have attempted to imitate faculty nomenclature by using Assistant Librarian, Associate Librarian, etc. to equate with Assistant Professor, etc. Many academic libraries employ a ranking system using titles which describes the job performed, hence, we have such designation as “Cataloger,” “Reference Librarian,” “Serials Librarian,” etc. Library managers who are concerned with the importance of subject expertise among their staff as well as to reward administrative competence will readily see the merits of a job classification scheme. Training and staff development Almost all practicing librarians have some assigned responsibilities that involve training other employees. The trainee may be a shelver, a beginning clerical employee, or another professional. As a professional librarian assumes a greater role as manager, training becomes a major responsibility. The first type of training – the most basic – is an orientation. After an employee has been hired, he or she needs a general orientation to the organization. An effective tool to use in this regard is the staff manual, especially one that gives the complete picture or information about the library – the physical set-up, the different units or department, the functions of each, the library rules and regulations for both the staff and the library users, the goals and objectives of the library, etc. Employees who enter libraries and information centers with the best educational preparation need continual updating to stay current. The rapid changes taking place in all types of libraries compel them to attach great importance to staff development and continuing education. The continuing education can be offered in various ways in the organization itself or outside the organization. Attendance at local, regional and national conference, seminars and workshops provides opportunities for employee development and growth. But, at the present time, when the roles and responsibilities of librarians of all types are changing and library operations are getting to be more complex, more structured forms of training or education as what library and information science schools are providing should be made available. Training is a very important function of staffing. In a library, there are many levels of training. Some training is received by every number of the staff, but other parts of the training program are more individualized.
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Training must be carefully planned. The following principles guide a good trainer: 1. Teach the simple task first. 4. Keep teaching cycles short, and reinforce 2. Break down the task into basic them with practice. components. 5. Develop skills through repetition. 3. Teach only the correct procedure. 6. Motivate the trainee Peter Senge advocates that all organizations must be transformed into “Learning organizations” – which are those “where people continually expand their capacity to create the results that they truly desire, where new and expansive patterns of things are nurtured, where collective aspiration is set free and where people are continually learning how learn together.” He recommended that organizations adopt specific tools or discipline that will help them to learn better.



These disciplines are: 1. Systems thinking. Individuals understand the whole system and not just separate parts. 2. Personal mastery. Individuals continually clarify and deepen their personal vision, focus their energies, develop patience, and see reality objectively. 3. Mental models. 4. Building shared vision. The leader’s vision is transmitted and shared by all employees. 5. Team learning. No library is exempt from change and every library, regardless of size and type needs a planned staff development program. The activities to cover in such a program should be properly structured and scheduled for they provide the means for the employees to grow on the job and be prepared to advance in their jobs as opportunities become available. Good staff development programs contribute to employees’ career development. New approaches to human resource management Total Quality Management – is defined as conformance to customer’s requirements; the continuous improvement of key business processes; an organization-wide culture that reinforces quality in everything that it does. TQM brings together the best aspects of organizational excellence by driving out fear, offering customer-driven products and services, doing it right the first time by eliminating error, maintaining inventory control without waste, focusing on employee development and improvements and more, and completes it with strategic direction and a customer-driven culture. TQM was started by Edwards Deming, an American statistician and management theorist, whose landmark work with Japanese manufactures, after World War II is credited with helping Japan to dramatically improve the quality of its products and there by regaining its worldwide economic position. Deming’s principles, summarized in his 14 points for management have been adopted by hundreds of American companies as well as business and industry, the military, education and other non-profit sectors including libraries the world over. TQM’s 14 points 1. Create constancy of purpose for improvement of product and service. In the library, constancy of purpose is embodied in its mission statement which should be understood by everyone and consulted regularly. 2. Adopt the new philosophy. The pursuit of quality must become the primary concern and motivation in the organization. The idea is to keep from measuring results to measuring the process by which the results are achieved. Once the entire process has been shared, it is easier to see where changes may be made to improve the output – i.e. quality. 3. Cease depending on mass inspection to achieve quality. Mass inspection is a result – oriented attitude, therefore, not conducive to producing quality. “Quality,” says Deming, “Comes from inspection but from improvement of the process.” If errors occur, find where and why and adjust the process, not the people. 4. End the practice of awarding business on the basis of price tag instead minimize total cost.
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5. 6.



7. 8.



9.



10.



11.



12.



13.



14.



Without adequate measure of quality, business and other institutions drift to the lowest bidder. Thus, the long-term benefits of quality (i.e. trust, durability, and trouble freeoperation) are traded for the short-term benefit of lower unit price. Deming points out,“ Their price tag is still easy to read, but an understanding of quality requires education.” Improve constantly and forever the system of production and service. Improvements are changes, and improvement is constantly needed. Initial training actually teaches an employee how to do the required job within the culture of the organization. Understanding the library’s culture starts with an explanation of the library’s mission statement. Corollary to this, the trainee must be taught where his/her particular job fits into the extended process or big picture of the organization. This should include training librarians to be leaders. Adopt and institute leadership. Leaders nurture their staffs to become the very best at their jobs and that builds into the process. Leaders facilitate all ideas, even the lesser ones because they also know how to test new ideas before implementing changes. Drive out fear. All fear is destructive, both to individuals and institutions. For an individual, fear on the job leads to withdrawal, high absenteeism, poor production, burnout and even physical illness. For an organization, fearful employees men improvement of production and quality are not realized and employee turnover is high. Break down barriers between staff areas. There are two kinds of barriers inherent in organizations – internal and external barriers. External barriers are those that exist between the organization and its suppliers and clients. Internal barriers are those between departments and service areas within the organization. Organization barriers include competition, lack of constancy of purpose, lack of understanding of each other’s role in the organization, personal grudges and jealousies, and differences in priorities. Internal barriers can be eliminated if each area is committed to the organization’s mission. All employees should understand the importance of all the service areas of the library and frequent meetings to work together and analyze and study the processes as well as problems in the organizations. Eliminate slogans, exhortations and targets for the work force. Posters and slogans are designed to create enthusiasm in individuals, but do nothing to improve faulty processes. An organization must adopt the philosophy of never-ending improvement and must take the necessary steps to improve the actual processes. Eliminate numerical quotas for the work force, and eliminate numerical goals or the people in management. Examples of numerical quotas common in libraries are: Pages are required to shelve 100 books per hour: catalogers are required to process at least 10 books each in one day. It doesn’t matter that the pages can shelves so many books in an hour: what matters is that the pages have been given the opportunity through training, education and understanding of the process to be successful in their job and take pride in it. Remove barriers that rob people of pride in their work. Provide employees with clearly defined job descriptions and the materials and support they need to do their job properly. Involve them as members of the organization with overall goals, and entrust them with the responsibility for the quality of their own work. Encourage education and self-improvement for everyone. There is need for training of the entire library staff. Training should take place for all levels at all times. With continuing education, the staffs have every reason to take pride in their work. Re-training develops new skills to keep abreast with technological changes or to be prepared for changes on the job. Retraining is a way of rewarding good employees, preparing them for advancement and preventing burnout. Take actions to accomplish the transformation. Quality results when every individual in the library understands and adopt the philosophy of never-ending improvement and when all the processes and library operations are in statistical control for measurement is the key ingredient to any improvement process.



Quality Circles (QC) – there are many ways to involve librarians and the entire library staff in organizational matters. One relatively new approach is the use of Quality Circles. The quality circle,
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a technique developed by Japanese industrialists to improve company productivity is a small group of employees that shares work experiences and volunteers to meet regularly to identity analyze and solve problems. Applied to a library setting, such as in technical services, the staff concerned should at least be familiar with the job and interact closely enough so that each problem will be important to all of them. Quality circles are vehicles by which library management can directly and positively improve employee morale and efficiency, thus improving the quality of service offered to the library’s constituency. Successful Quality Circles are characterized by the following: 1. Supportive management 4. Focus on results 2. Team effort 5. Voluntary membership 3. Emphasis on selecting objective 6. Provision of training for both workers and and identifying, investigating and management solving problems 7. Open and positive attitudes Objectives of Quality Circles 1. Self-development – to train individuals in the company’s needs and sharpen their abilities. 2. Mutual development – to work toward group cooperation and mutual understanding. 3. Quality – to achieve quality image and the quality of the product or service 4. Communication – to develop positive attitudes through improved communication in frequently – held group meetings 5. Waste reduction – to cut down waste in materials, rework and time 6. Job satisfaction – to help satisfy the “achievement needs” of employees by given serous consideration to their ideas 7. Cost reduction – a value analysis to reduce cost without reducing quality 8. Productivity – to improve productivity by reducing costs and eliminating rejects and dissatisfied customers 9. Safety – to constantly monitor safely problems and install safety measures which improve the work environment 10. Problem solving – to offer employees a chance to come together, think about problems, hash the out and pool ideas to formulate solutions 11. Team building – to create spirit and mutual cooperation 12. Problems prevention – to anticipate problems before they occur 13. Involvement – to improve productivity by creating in employees a greater interest in their jobs 14. Participation – to create cohesiveness and unity in the institution 15. Reduction of absenteeism – to reduce lost time and grievances Quality Circles can work best in an organizational culture that is suited to participative management. The concept recognizes that the employees who are closest to a problem are best to identify and develop the right solution to the problem. It is necessary that all employees in an organization be given the needed and tools to participate in problem solving. Cross-functional teams comprising of members of various department or functional areas in the organization may be created to accomplish a particular mission of solving an existing problem within a specified time frame. For example, in acquisitions work the staff of the acquisitions department of the library together with those in charge of the service areas of the library may form a team to identify and analyze problems having to do with the selection and acquisition of materials to meet patron’s needs. SERVQUAL. In 1988, Parasuranan and a few others designed a survey instrument called SERVQUAL to compare customers’ perceptions of the service expected and the service they actually received, and thereby measure the perceived quality of service. Their survey instrument contained two parts: one form to measure the customers’ expectations of all organizations of the type being investigated, and one to measure the perceptions of the particular organization being assessed. Their list of criteria was assessed to determine its usefulness for a survey of service quality in the field of library and information silence.
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Originally, ten categories were established, but subsequent testing of the instrument led to the condensation of the categories to five service quality dimensions which could be used in any service. The five SERVQUAL categories are as follows: 1. Tangibles – physical facilities, equipment, appearance of contract personnel 2. Reliability – ability to perform the promised service independently and accurately 3. Responsiveness – willingness to help customer and to provide prompt service. 4. Assurance – knowledge and courtesy of employees and their ability to inspire trust and confidence 5. Empathy – caring, individualized attention the company provides its customers Findings on the use of this service quality instrument offer three service quality improvements, namely: (1) it targets service elements for improvement, (2) it puts weight on the evaluation of service elements relative to the importance users place on them, and (3) it suggests staff training opportunities. Salary administration The ultimate aim of salary administration is to arrive at an equitable system compensating employees for the work they perform. Most libraries differentiate between wages and salaries. The term “wages” – usually refers to compensation of employees whose pay is calculated according to the number of hours worked each day or each week; while “salary” – refers to compensation that is uniform from one pay period to the next. The former is usually given for unskilled labor, while the latter is for skilled work. Most libraries receive the bulk of their salary monies from the institution to which they are attached as in the case of academic, school and special libraries. For public libraries, the money comes from the government or from dole-outs. Funds received from federal or foundation grants are allocated usually for special projects or programs on a temporary basis; such funding is often called “soft” money. All institutions pay personnel on the basis of the education, experience and responsibility required for a particular job. The more demanding the job is, the bigger is the corresponding compensation. A salary scale establishes the amount of money that will be paid for the accomplishment of duties designated in the job description. The scale has a minimum amount and a maximum amount that will be paid for each job. The minimum represents the beginning or entry-level salary and the maximum amount should indicate the value of the job to the institution when it is performed with maximum efficiency and thoroughness. The differences between the minimum and maximum are steps on the salary scale that designate salary increases awarded the employee as proficiency increases or as experiences are gained. Of course the increases given an employee will also depend on his productivity. For good work done, libraries and information centers, as all other organizations usually offer rewards and recognition to their employees in various ways, Fringe benefits are offered likewise as incentives. These may come in the form of free uniforms, travel allowances, sick benefits, maternity leaves, etc.
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CONTRIBUTORS AND THEIR MANAGEMENT IDEAS REVIEW NOTES 1. Frederick W. Taylor – Father of Scientific Management - Time of Study - Co-founder with Fayol of the Theory of Management 2. Frank and Lilian Gilbert – Motion Study 3. Henry l. Gantt – Task and Bonus System - Gantt Chart 4. Max Weber – Theory of the Bureaucracy 5. Henri Fayol – Father of Classical Movement - Co-founder with Taylor of the Theory of Management 6. Lyndall Urwick and Luther Gulick – POSDCORB (Planning, Organizing, Staffing, Directing, Coordinating, Reporting, Budgeting) 7. Elton Mayo – Hawthorne Studies / Effect 8. Chester Barnard – Father of Self-Actualizing Movement - Contribution-Satisfaction Equilibrium 9. Ludwig von Bertlanffy – Founder of General Systems Theory (GST) Contributors to Management Theory 1. 2. 3. 4. 5. 6. 7. 8. 9. 10. 11.



Peter Drucker – Management by Objectives (MBO) Douglas McGregor – Theory X and Theory Y Chris Argyris – Immaturity – Maturity Theory Abraham Maslow – Hierarchy or Pyramid of Needs Frederick Herzberg – Two-factor Theory of Motivation Victor Vroom – Expectancy Theory B. F. Skinner – Behavior Modification Rensis Likert – System 1 to System 4 Management Robert R. Blake and Jane S. Mouton – Leadership Grid Fred Fiedler – Leadership Contingency Model William Ouchi – Theory Z
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MANAGEMENT: THEORY AND PRACTICE FOR INFORMATION PROFESSIONALS REVIEW NOTES What is management? The word has several meanings depending on context and purpose 1. As a discipline – it is a field learning much like education, medicine, law, etc. 2. As a profession – it is a career pursued through a long-period of study 3. As a group of people – in a collective sense the people (or group) directing the operations of an organization 4. As a process – in this sense, it is considered as the fundamental integrating activity aimed at achieving predetermined goals A. Definition: The activity of directing the work of people in the fulfillment of organizational goals, or simply getting things done through others. B. Why manage? 1. It facilitates and directs the work of a group of people to achieve goals 2. It is essential in utilizing scarce resources to accomplish maximum output C. Art or science? Management in both an art and a science. As an art, it brings ends and means together. These can be found in the task of communicating, leadership and goal-setting. As a science, it is subject to observation, analysis and theoretical formulation in much the same way as sociology, psychology and economics. The scientific approach lies in decision-making, planning and in the adoption of technology. The Development of Management Thought One of the most important factors is successful fulfillment of enterprise objectives is an awareness of the continuing development of an accurate theory of management and its proper application to the real world of library and information center management practice. Four major phases can be identified in tracing how management theories have evolved: 1. Scientific Management Movement (also known as the “machine model” Workers are economically motivated. Focused on shop operations. Keywords: Frederick W. Taylor, efficiency, scientific method, time study, Father of scientific management Frank and Lilian Gilbreth, motion study, therbligs Henry L. Gantt, task-and-bonus system. Gantt Chart Max Weber, bureaucratic model, rules and procedures for a theory of structure in organizations 2. Classical Movement (also called traditional and universalist school) Focused on holistic view of the organization resulting in a body of knowledge called the administrative management theory Keywords: Henri Fayol – father of the classical movement Like Taylor, Fayol believed workers are naturally lazy, can be motivated by higher wages. Taylor and Fayol are considered as founders of the theory of management. Organization and System Movement Distinguished between administration, representing the ownership viewpoint and scientific management, applicable at the operational level. Keywords: Lyndall Urwick, Luther Gulick – POSDCORBE 3. Human Relations School includes 1.) Human behavior Movement and 2.) Selfactualizing Movement. It maxim is “a happy workforce is a productive workforce.” Because managing is getting things done through people, management study should center on interpersonal relations. “Personal administration” became prominent
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Human Behavior Movement Focused on behavior of the individual, his/her quality of life in the organization and his/her needs, aspirations and motivations, as well as those of the group and the organization. Assumes that if management makes employees happy, maximum performance swill result. Keywords: Elton Mayo at the Western Electric Hawthorne Plant, “Hawthorne effect” Mayo’s conclusions were opposite Taylor’s who said that a worker is an economic person. Mayo maintained that workers are primarily motivated by togetherness and want individual recognition within the group. Self-Actualizing Movement Closely related to the human relations movement. Encourages management to let employees develop social groups on the job, move toward employee participation in management, and allow democracy in the organization. Keywords: Chester Barnard – spiritual father who dwells on the contribution – satisfaction equilibrium. Barnard emphasized communication as the first function of managers. Maslow and Hierarchy of needs Management by Objectives (MOB) by Peter Drucker Theory X and Theory Y by Douglas McGregor which advocates substituting a more participative approach for authoritarianism. 4. Systems Approach includes 1.) Decision Theory Movement, 2.) General Systems Theory Management, 3.) Psychology Theory Movement. The term system as used here is different from that of the organization and system movement. systems approach regards the organization as a total system. This approach encompasses the terms management science and operations research. a. Decision Theory Movement – primarily concerned with the study of rational decision-making procedures and the way managers actually make decisions. Mathematical models and quantitative methods can serve as the basis for all management decisions. Keywords: Management Information System (MIS) Decision Support System (DSS) b. General Systems Theory Movement – integrates knowledge from the biological physical and behavioral sciences Keywords: Ludwig von Bertlanffy – founder of GST because he was the first to talk about the “system theory of organism” System-set if elements standing in interrelation among themselves and with the environment c. Psychological Movement – based upon personality theory, it views the human being as a complex organism metamorphosing through physiological and psychological stages to maturity. d. Contingency Approach / Management-situational approach – it all depends on the situation. Managerial Skills 1. Technical – knowledge and skill include understanding and being efficient in a specific activity such as a process, procedure or technique. 2. Interpersonal – ability to work with others and to win cooperation of people in the work group to achieve goals 3. Conceptual – the ability to see the “big picture” to envision all the functions involved in a given situation or circumstance
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Managerial Skills 1. Top managers. They are concerned with long-range planning involving subjective judgments of the decision-maker. 2. Middle managers. They implement the goals of the organization. Tactical means that of the five management tasks, middle managers deal principally with organizing and staffing. 3. Supervisory-level managers’ job is to make operational decisions which are predictable decision that can be made by following a well-defined set of routines. The Management functions 1. Planning – this involves setting objectives both long and short-term and developing strategies for achieving them. a. Reasons for planning 1.) To offset uncertainty and the unexpected 2.) To have flexibility in face of change 3.) To bring organizations forward 4.) To focus on the organization’s future 5.) To keep a tight rein on financial resources 6.) For better control and management b. Factors in planning 1.) Time 3.) Level of planning 2.) Collecting and 4.) Flexibility analyzing data 5.) Accountability c. Types of plans 1.) Purpose or mission – identifies the business the organization is in. 2.) Objectives or goals – ends towards which activities are aimed. Objectives and goals are refinements and serve to concretize abstract mission statement. 3.) Strategies – these are long-term objectives, state course/courses of action adopted; and allocation of resources needed. It is a framework to guide thinking and action. 4.) Policies – general statement to guide thinking in making decisions; ensures consistency in decisions in relation to objectives. a.) Originated policy – this type of policy is developed to guide the general operations of the library, flow mainly from the objectives and are the main source of policy making within an organization. b.) Appealed policy – this forces a decision or policy and are made by snap decisions. c.) Implied policy – this type of policy in unwritten and is developed from actions that people see about them and believe to constitute policy. d.) External imposed policy – these policies, which come through several channels, dictate the working of an institution. 5.) Procedures – a set of required methods of handling activities, i.e., a chronological sequence of steps to guide action. 6.) Rules – are not flexible and specific leaving any room for doubt. They are meant to regulate personal and professional behavior for the common good. 7.) Programs are mini plans in themselves as they include practically all the other plans mentioned above with the necessary resources to carry out a course of action. 8.) Budget – plans rendered in numerical or financial terms d. Planning techniques 1.) Standards mean being able to designate any measure by which one judges a thing as authentic, good or adequate. 2.) Forecasting designates a process of projection or predictions. Predictions are opinions about facts. Projections are based on some type of analysis or qualitative judgment. Forecasts are predictions based on assumptions about the future.
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e. Decision making – is a choice between alternatives. Decision-making procedures can be divided into four phases: 1.) intelligence gathering, 2.) design, 3.) choice, 4.) review 1.) Intelligence gathering – the search for conditions requiring a decision 2.) Design – available courses of action are determined and analyzed to determine their relative values as solutions to the decision. 3.) Choice – available courses of action are determined to convert present less desirable situation into a favorable one. 4.) Review – past choices are assessed and new directions are adjusted. Group decision making – involving group dynamics, delegation or responsibility, channels of communication for decision-making and the need for specialization for decision-making purposes. a.) Advantages: i. Group judgment – group deliberation is important in identifying alternative to solutions to a problem. ii. Group authority – group decisions prevent the fear of allowing one person to have too much authority. The role of leadership in the organization is not diminished but altered. iii. Communication – permits a wide participation in decisionmaking and has influence on employee motivation. b.) Disadvantages i. Cost – group decision-making requires much time, energy and money ii. Compromise – uniformity and majority rule force compliance. iii. Indecision – there are delays in reaching a final decision because of lengthy deliberations. iv. Power – one individual usually emerges as a leader can influence group decisions. v. Authority – groups are frequently used to make decisions beyond their can cause delay if the decision is rejected by management. 2. Organizing – determining the specific activities necessary to accomplish the planned goals, grouping the activities into a logical framework of structure, assigning authority and responsibilities to people for their accomplishment. a. Principles of Organizing 1.) Departmentation – the basis on which work or individuals are grouped into manageable units. 2.) Scalar principle of hierarchy – the chain of supervisors ranging from the ultimate authority to the lowest ranks. 3.) Delegation – the downward transfer of formal authority from one person to another within prescribed limits. 4.) Centralization – authority is concentrated at the highest echelon of hierarchy and almost all decisions are made by those at the top. 5.) Decentralization – the authority to make decisions is pushed down in the organizational structure. 6.) Line and staff – line positions are responsible and accountable for the organization’s primary objectives. Staff positions provide advice, support, and advice to line the positions. 7.) Span of control – refers to the number of people or activities a manager can effectively manage. 8.) Unity of command – each person within an organization should take orders from and report to only one person. 3. Staffing – the function involving the recruitment, selection, hiring, placement and development of human resources required by an organization. a. Recruitment – the process of attracting the appropriate number of qualified individuals to apply for vacant positions in an organization.
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1.) Job analysis 3.) Source of applicants 2.) Job description b. Selection – the process of gathering information about the applicants with the objective of arriving at a decision to hire personnel. 1.) Application forms 3.) Interviews 2.) Test 4.) Hiring / Placement c. Training and Staff development – a broad range of activities that provides staff with the knowledge and skills that are directly related to their responsibilities in the organization. 1.) Orientation 2.) On the job training 3.) Counseling 4.) Seminars 5.) Workshops on topics as diverse as techniques of supervision, performance, evaluation, communication, etc. 4. Directing – the managerial function that enables managers to communicate with and influence subordinates toward the achievement of organizational goals. Motivation – the willingness to exert high levels of effort toward organizational goals, conditioned by the effort’s ability to satisfy some individual need. a. Approaches to Motivation 1.) Maslow’s Hierarchy of needs – Abraham Maslow proposed that people have a complex set of needs arranged in a hierarchy of importance. That is, they don’t all operate at once but are organized in successive levels, and one need has to satisfy sufficiently before the next need becomes operative. 2.) Herzberg’s Two-factor theory – Frederick Herzberg and his associates examined the relationships between job satisfaction and productivity among a group accountants and engineers. Findings showed that dissatisfaction was caused by extrinsic factors such as pay, supervision, working conditions and company policies so-called hygiene factors. Satisfaction and motivation on the other hand came from a different set of factors called satisfiers or motivators which include recognition, achievement, responsibility and personal growth. 3.) McGregor’s Theory X and Y Theory X assumes that employees dislike work, are lazy, dislike responsibility, and must be coerced to perform. Theory Y assumes that employees like work are creative, like responsibility and can exercise self-direction. 4.) ERG Theory – a rework of Maslow’s hierarchy of needs theory by Clayton Adlerfer who argues there are three groups of core needs: existence, relatedness and growth. In contrast to Maslow, ERG theory assumes: a.) More than one need may be operative at the same time, and b.) If the gratification of a high-level need is stifled, the desire to satisfy a lower level need increases. 5.) Achievement-Power-Affiliation Theory – developed by David McClelland focused / on 3 needs. a.) Need to achieve – to do something better or more efficiently than before. b.) Need for power – a concern for influencing people c.) Need for affiliation – need to be liked; to be friendly with others
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The use of the term needs in McClelland differs from Maslow’s who saw needs as inherent while McClelland saw these needs could be learned or acquired. b. Leadership – an effective leader has the ability to influence others in a desired direction and thus is able to determine the extent to which both individual employees and organizations as a whole reach their goals. 1.) The Leadership Grid – involves two primary concerns of the organization: concern for production and concern for people. 2.) Transformational Leader – James McGregor Burns identifies two types of leadership styles: transactional and transformational a.) Transactional – leaders see job performance as a series of transactions with subordinates. The transactions consist of exchanging rewards for services rendered or punishments for inadequate performance. b.) Transformational – leaders are skilled at getting subordinates to transform their own self-interest into the interest of the larger group. They bring out the best in their subordinates. 3.) Fiedler’s leadership Contingency Model – according to Fred Fiedler, three situational variables determines how favorable any particular situation is for the leader. These three situational variables are: a.) Leader-member situations: the degree to which members like and trust a leader and are willing to follow him or her. b.) Task structure: the clarity and structure of the elements of the tasks to be accomplished. c.) Power position: the power and authority that are associated with the leader’s position. c. Communication – provides cohesiveness and direction in an organization. The typical elements of the process include: 1.) Source – this is the sender of the message. The source has some thought, need, or information to communicate. 2.) Message – the source has to encode the message in some form that can be understood by both sender and receiver. 3.) Channel – the link between the source and the channel. 4.) Receiver – the recipient of the message. 5.) Feedback – the receiver’s response and the nature of action carried out by the receiver. Types of Communication a.) Written communication – provides a lasting record and ensures uniformity in matters like policy. b.) Oral communication –there is opportunity for feedback, through which clarification can be accomplished. c.) Non-verbal communication – unwritten or unspoken, this can provide many clues to an observer. Body language is a specific type of non-verbal communication. Communication Flows 1.) Downward communication – the most common type of communication within an organization. It flows from superiors to subordinates. 2.) Upward communication – consists of messages that flow from subordinates to superiors. Most of these messages ask questions, provide feedback, or make suggestions. 3.) Horizontal communication – the lateral exchange of information within an organization. Information is not always shared in competitive organizations because the employee who possesses the information wants to retain a competitive advantage over others.
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5. Controlling – the function of monitoring performance and undertaking corrective action(s) to ensure the attainment of predetermined goals and objectives of the organization. a. Techniques of Control 1.) Evaluation – identifies areas needing improvement with an aim toward corrective action. 2.) Cost-benefit analysis – a systematic approach which seeks (1) determine whether or not a particular program or proposal is justified, (2) rank various alternatives appropriate to a given set of alternatives, and (3) ascertain the optimal course of action attain these objectives. 3.) Management Information System (MIS) – a technical tool to gather data summarize it, and present it as information to be used in the second process and for decision making. 4.) Decision Support System (DSS) – as an extension of MIS, it takes advantage of the continuous development in the database management and modeling arena to offer software that support computerized decision-making. 5.) Operations Research – an experimental and applied science devoted to observing, understanding and predicting the behavior of purposeful systems, and operations researchers are actively engaged in applying this knowledge to practical problems. 6.) PERT (Program Evaluation and Research Technique) – a method of planning and scheduling work, it involves identifying all of the key activities in a particular project; devising the sequence of activities and arranging duration of time for the performance of each phase of the work to be done. b. Budgetary Control – method of rationalization whereby estimates covering different periods of time are, by the study of statistical records and analytical research of all kinds, established for all and everything that affects the life of a business concern can be expressed in figures. 1.) Budgeting techniques a.) Line-Item Budget – divides the objects of expenditure into broad input classes or categories, such as salaries or wages, materials and supplies, equipment, capital expenditures, and miscellaneous, with further subdivisions within these categories. b.) Formula Budgeting – uses predetermined standards for allocation of monetary resources. c.) Program Budgeting – maintains that it is possible to relate to the programs to accomplishments of time/action objectives or activities that are stated in output terms in the strategic planning process. d.) Planning Programming Budgeting Systems (PPBS) – combines the best of both program budgeting and performance budgeting. The emphasis is on planning and begins with the establishment of goals and objectives, but the controlling aspect of measurement, which is paramount in performance budgeting, is also part of PPBS. e.) Zero-based Budgeting – focuses on two basic questions: 1) are the current activities efficient and effective? And 2) should current activities be eliminated or reduced to fund higher priority new programs or to reduce current budget? It requires organizations to review and evaluate each of their service programs and activities on the basis of both output measures as well as costs. 6. Marketing – analysis, planning, implementation and control of carefully formulated programs designed to bring about voluntary exchange of values with target markets for the purposes of achieving the organization’s aims. The “marketing mix” consists of the following: a. Product – refers to the tangible commodity or the intangible service than an organization offers to its customers (clients) b. Price – this refers to the amount of money customers are willing to part with to avail or use a product / service being offered.
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c. Promotion – refers to the provision of relevant information to prospective clients to persuade them to buy a product. d. Place – making an organization’s product / service available in the right direction quantity, i.e., channels of distribution are accessible. Not all library managers probably appreciate the significance of marketing but that does not invalidate the premise that the marketing function is central to the library as an organization. If the library is to be a responsive organization, one whose primary goals relates to satisfying the information needs and wants of its real and potential clients then librarians would do well to consider the contribution which a marketing program to the achievements of that goal.
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